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EXECUTIVE SUMMARY 

Overview 

The Implementing Policy Change Project (IPC) responds to a long-standing need within 
A.I.D. to develop more effective approaches to the implementation of complex policy changes 
that often involve stakeholders with conflicting agendas. IPC supports managers in their use 
of strategic management to convert policy changes into action. To accomplish this, the' 
Project provides expert services and applied research to help decision makers and managers 
improve their abilities to design and implement policies. IPC's overarching goal is to foster 
positive long-term impacts on socio-economic development through better policy 

I implementation. 

The Evaluation Team believes the IPC Project has been very successful in assisting the initial 
group of host countries in their efforts to implement policy change, although it is too early to 
judge the sustainability of these changes. The Team's findings did not rev& as much 
concrete eviderm of the utility of applying a the elements of strategic management as may 

1 have been anticipated, but use of most of them was implicit ir, the early success of the field 
projects, and application of some of the IPC concepts and techniques was outstanding. 

The Team was most impressed with manner in which various stakeholders were involved in 
planning the implementation of the policy changes targeted in several field projects, thereby 
utilizing the practical knowledge they possess for better implementation design, developing a 
sense of ownership of the changes, and generating greater support for the policies that 
otherwise might have seemed quite threatening to their future. The positive statements from 
host country participants and the high level of Mission buy-ins gave evidence of the degree to 
which IPC was viewed as providing useful assistance in the difficult area of policy 
implementation. 

IPC &as unusually well designed and was sold on its merits, rather than imposed by 
directives before its utility had been demonstrdted. R&D/EID1s leadership in Washington has 
been outstanding, and the personnel recruited by the contractors has been impressive. 

The Team believes that the success of the first three years clearly warrants continuation, 
particularly if the recommendations discussed in the report are followed. Greater emphasis 
on sustainability will be especially important. 

Project Description 

IPC targets its efforts on a range of policies - from those that promote broad-based economic 
growth to those that are foci~sed on the production and social sectors. Special consideration 
is also given to policies aimed toward the sustainable use and conservation of natural 



resources. The Project specializes in applying strategic management approaches and 
processes in addressing policy implementation concerns. The steps and elements embodied 
in IPC's strategic management framework, include: 

Agreeing on a strategic process for developing an implementation strategy; 
+ Mapping or assessing the situation (includes analysis of the external and 

internal environments, the content of the policy, and stakeholder expectations 
and resources); 
Identifying strategic issues; 
Designing an implementation strategy; and 

@ Designing a process to monitor results and make ongoing adjustments. 

Examples of the kinds of developing country activities IPC supports include: 

Assessing policies in terms of implementation options and constraints; 
Guiding policy designs that are sensitive to implementation issues; and 
Planning and carrying out the implementation of specific policy changes. 

Initid involvement by the IPC team can include: 

Diagnostic missions to determine the principal political and management 
obstacles to implementing specific policies; 

0 Assessment of public and/or private sector capacity to carry out specific policy 
changes; 
Analysis of stakeholder interests and concerns; 
Collection of baseline data related to particular policy changes; 
Appraisals of policy impact to assess the degree to which reform objectives are 
being achieved and what problems are being encountered; 
Support and guidance to organizations charged with implementing particular 
policies; and 
Short seminars and workshops for country officials on comparative experience 
in policy implementation. 

PC's conceptual framework within which these objectives were pursued and the methodology 
applied has been key to the progress made thus far. The emphasis in the Project Paper, and 
even more so the leadership of R&D/EID in Washington, has been on a collaborative and 
iterative long-term type of technical assistance, This basic IPC concept has contributed 
significantly, in the judgment of the Team, to the high level of host country support for IPC 
and the usefulness of IPC thus far in the policy implementation process. 

A contractor team was competitively selected in 1990, led by Management Systems 
1 International, with subcontractors including the International Development Management 
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Center of the University of Maryland; Abt Associates, Inc.; and Development Alternatives 
I Inc. 

Evaluation Objectives and Methodology 

The objectives for this mid-term evaluation were to: . 

. . 1: . Understand. how the IPC Project has affected the use of strategic management 
for policy implementation and how the Project's value can be increased; 

2. assess the performance of the contractor; and 

3. provide a basis for a decision on whether to continue with Phase II of the 
Project; offer suggestions for any modifications which might further enhance 
the effectiveness and success of the Project if it is to continue; or, alternatively, 
consider other development management initiatives which would help 
strengthen host country capacity to deal with the management of change. 

The methodology for collecting data for this evaluation has included: structured interviews 
with key stakeholders (consultants, A.I.D./W and Mission officials, host country 
beneficiaries, and other concerned professionals), questionnaires sent to other relevant 
professionals and officials not interviewed, and a careful review by the evaluators of Project 
documents and other relevant Project publications. In addition, a seminar on "Managing for 

I 
results: implementing policy change by host country organizations" was held on September 
30, 1993 with broad A.1.D.W representation, which allowed the Team to gather different 
perspectives related to the basic of the Project. A separately bound report 
summarizes the presentations and discussion at this seminar. 

Field visits were conducted in Guinea-Bissau, Jamaica and Zambia where extensive interviews 
wen held with USAID and host country officials, private sector and other donor 
rcprrscntatives. Summaries of the field visits are included rn Appendix H of this report. 

Sllmmnry of Findings and Recommendations 

The Implementing Policy Change Project is a complex project dealing with difficult issues in 
concept and execution. First, as was recognized while IPC was being designed and 
reinforced during the evaluation, policy implementation is often extremely complex, highly 
politicized, and involves multiple actors. Second, as opposed to projects with "hard" results, 
IPC is concerned with process -- the transfer of strategic management concepts and techniques 
to improving policy management. Thus the subject matter of IPC can be difficult to grasp and 
its impact difficult to measure. Third, people with the combination of strategic management, 
substantive policy and language skills and country-speci fic experience needed to carry out 
many of PC's tasks are difficult to find. And finally, as an R&D project, IPC has had to 
negotiate the difficult tension between the need to maintain a coherent and consistent research 
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focus and the requirement of meeting the technical assistance needs of Bureaus and Missions. 

In the judgement of the Evaluation Team, R&D/EID and the contractor team are successfully 
'meeting the challenges posed by JPC, and the Project should be extended into Phase I1 as 
currently designed, provided certain recommendations are.implemented as discussed later in 
this Report. Exhibits A, B, and C following this Executive Summary, respond to the specific 
questions posed by the evaluation scope of work and summarize the progress against the 
design indicators in IPC's logical framework. 

The Team believes that the underlying premises of the Project have been validated through 
the evaluation process. To summarize: 

The implementation of development policies continues to be a key development issue 
for A.I.D., indeed one of the most critical facing the Agency. This was substantiated 
unanimously by interview and questionnaire respondents and by participants in the 
seminar, "Managing for Results. " 

Respondents and seminar participants agree, and documentation on interventions 
undertaken by the IPC contractor support the premise, that policy implementation is 
frequently a complex and difficult process, often involving a variety of organizations 
and requiring mobilization of political support, resolution of conflicting . qterests, 
reorientation of government functions, changed public-private sector relahdnships, as 
well as effective management. 

To the extent respadents were familiar with the concepts and approaches embodied in 
strategic management and their utilization by IPC, they were viewed as useful in 
improving pclicy implementation. However, they generally identified the successful 
approaches, such as involvement of stakeholders, more with IPC concepts than 
strategic management, per se. The Team believes the pafticuIar identification is not 
important, so long as the approaches are useful and well utilized. 

The technical assistance contractor has demonstrated: a) that it is possible to provide 
A.1.D.-funded experts who have the needed insight and skill to assist host country 
managers and leaders to use strategic management approaches for policy change; and 
b) the necessary consultant-client relationships can be established with LDC clients. 

The high volume of Mission buy-in funding for P C  technical assistance demonstrated 
that there is appropriate and sufficient opportunity in Mission program and project 
planning and funding for carrying out the technical assistance IPC was designed to 
provide. 

The team found that IPC has been carried out effectively and to high standards, substantially 
in accordance with the Project design, although some planned activities, such as direct grants 



outside the technical assistance contract to management resource institutions, were cut back 
due to limitations of core funding from the R&D Bureau. Most of the Team's 
recommendations found in this report are for improvements "at the margin" rather than 
related to fundamental changes in the way the Project is being carried out. 

Especially important i.9 the judgement of the Team are thevrecommended steps to increase the 
sustainability of PC's concepts and processes within A.I.D., broadly speaking, as well as in 
the specific countries where IPC has been active. The Team also recommends increased 
emphasis over the remaining two years of Phase I and into Phase II on completing applied 
research to draw lessons from accumulated field experience and on dissemination of Project 
experience and results within A.I.D., and to developing countries and other donors. 

Support from A.1.D.-for IPC, with the exception of the Africa Bureau, which has contributed 
core support and also regional buy-ins, and Missions which have sought its assistance, has 
been quite uneven. Other regional Bursus have provided little or no support. No evidence 
was found of interest on the part of senior Agency leadership in the Project; indeed, to the 
extent P C  has been concerned with public sector management issues, for its initial three 
years of existence it ran counter to A.I.D.'s principal policy thrusts, especially in Eastern 
Europe and the MS. On the other hand, funding commitments were substantially met, and 
buy-in activity exceeded expectations, posing a problem in maintaining the planned balance, of 
research and technical assistance activity. The staffing commitment of R&D/EID was fully 
met, with the assignment of Jeanne North as Project Officer and Pat Isman as the RSSA- 
funded project manager. Virtually all respondents had words of praise for their work. 

IPC's Future 

The current reorganization of A.I.D. and funding cutbacks pose new challenges to IPC. It is 
the view of the Evaluation Team that the performance of IPC in the first three yeas has been 
very good in a difficult area of endeavor. In order for A.I.D. to capitalize on the investment 
it has made in IPC, however, there will need to be a commrtmenr to extend the successful 
P C  approaches to other policy implementation effons and make thcm pd of the normal way 
of addressing major palicy changes. This effort should ancludc Lhe adaptation of PC's 
concepts and approaches t~ Eastern Europe and the NIS, uhcre implementation of 
fundamental political and economic reforms have bun extremely difficult for new 
governments with little experience. 

The Team is concerned that, in view of the important potential of IPC for the success of 
future AID-initiated policy changes, there appears to be within the new Bureau for Global 
Programs, Field Support and Research no clearcut "home" yet established for P C  and other 
public management-focussed projects. In the team's judgement, to the extent that the planned 
new office concerned with democratic development includes as an important part of its 
mandate government and the improvement of public sector management, this office would 
seem to be an very appropriate location for the Project. However, there is also an argument 
for locating it in the new office concerned with economic growth, since most of the policies 



- IPC has addressed have been economic in nature. However, the Team recommends that if 
the latter course is chosen, P C  continue to be permitted to respond to non-economic policy 
implementation efforts. 
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I(, RESPONSE TO EVALUATION QUESTIONS 

- ,,, 
The Evaluation Team was given eight questions to answer that are specific to the IPC Project, 
and in addition was asked to addrqs six cross-cutting issues developed by the R&D Bureau 
which areapplicable to all its projects. In this section, the Team's responses to these 
questions are summarized. Further information will be found in the main body of the report. 

Question 1. What evidence is there, in the Project's experience and research to date, of 
validity of the premises of the IPC Project? 

Response: In general, the Team found that the premises have been validated. Exhibit 
A, following, is a recapitulation of the premises underpinning P C  and the Evaluation 
Team's assessment of their validity; 

Question 2. Is the Project properly designed to adhere to the Project premises? 

Response: Yes. To respond to this question, the Team reviewed the project design 
carefully in light of each specific premise and found that all seem to have been 
thoughtfully taken into account in the design. 

Question 3. Has the Project been properly implemented to adhere to the Project premises? 

Response: Yes, insofar as possible within funding constraints. Pressures to utilize 
the Project buy-ins for accomplishing Mission technical assistance objectives 
inconsistent with PC's have generally been resisted and the focus on strategic 
management process maintained. Please see Exhibit C for a review of implementation 
against the project design indicators. 

Question 4. Has the Project been implemented for quality and effectiveness? (For example, 
what is the quality and effectiveness of the technical assistance and research work performed; 
of client satisfaction?) 

Response: The Team found a high degree of client satisfaction with technical 
assistance from stakeholders in Missions, Bureaus, and host country organizations. 
Research products are generally of high quality and well-written, but of limited 
dissemination. 

Question 5. Has the Agency backed the program with sufficient fidelity and resources? 

Response: Project management has been effective in adhering to the Project design. 
The Africa Bureau has generally met its commitments to the Project, in terms of 
finances and management attention. Other Bureaus initially involved in the IPC 
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Project Committee provided little or no support, and this is reflected in general lack of 
knowledge about the Project found in the LAC, ANE, and Europe Bureaus. The 
R&D Bureau's management staffing commitment was fully maintained. However 
R&Dts funding for institutional strengthening grant activities was eliminated with 
cansiderable detriment to long-term objectives under this component. 

Question 6. 1f significant constraints to achieving the Project's purposes have been identified, 
can they be dealt with, with or without Project modification, to warrant continuation of the 
Project orland to realize expected and needed benefits from the Project? (Issues which the 
team may consider include funding, project managemen,t, means of establishing client 
relationships with - sometimes multiple and changing -- LDC managers for sensitive tasks 
and establishing such relationships within USAID Mission programs and program vehicles). 

Response: The identified constraints, as discussed in the main report, are inherent in 
this type of .a project and have been effectively dealt with to date. The Team 
recommends the Project continile without modification in design, but the report 
includes a number of implementation suggestions, including an increased emphasis on 
field project monitoring. 

Question 7. What are the options (at least three) for the future development of the IPC 
Project and related development management work? For example: 

- Should the Project initiate additional development management specialist resources 
needed by the Agency for quick-response to new governments or to new dimensions 
of sectoral programs? 
- Should the current IPC Project itself be significantly modified, and if so, how? 

Response: The Team has presented in its report a variety sf recommendations 
pertaining to the future development of IPC and related development management 
work. Based on discussions with the Project Officer and in light of uncertainties 
concerning future funding for IPC, specific formal options were not developed. It is 
the Team's judgement that additional efforts should be made toward sustainability and 
adaptations to other regions, including cadre development, will be particularly 
important if the Project is to work in the NIS and Eastern Europe. The Team does 
not believe any significant modifications in IPC are required. 

Question 8. In what ways can ,,4e Project be managed by A.I.D. and by the contractor to 
increase the Project's usefulness? 

Response: While the Team found the Project to be effectively managed and the 
operating constraints to be those normal to R&D projects with buy-in components, 
there are some areas which would improve usefulness. Outside the Africa Bureau, 
IPC is generally unknown; increased dissemination efforts to other Bureaus are 
recommended. Emphasis should be given to how IPC can help Missions affect policy 
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(Note: 

implementation under conditions of "right-sizing." The ability of Missions in Asia 
and Latin America to use Economic Support Funds andlor their own technical 
resources for policy implementation assistance is likely to decline, perhaps creating a 
new "market" for IPC services and for tapping technical assistance funds for sectoral 
policy changes. In addition, under the serious staffing limitations of European, and 
NIS missions, IPC would seem to have much to offer there. 

.', See also Appendix L of this report for the Team's response to the "S&T Cross 
' Cutting Evaluation Themes") I (  



EXHIBIT B 

Validity of IPCts Underlying Premises 

First Premjse: Policy implementation is a key development issue. Whereas in many 'cases, 
developing countries have recognized that development requires policy change and have 
adopted new .policies indicated by economic analysis and sectoral research, benefits from 
these decisions have not been realized because the mariagement of policy implementation has 
not been accomplished. 

Evaluation Finding: This premise was confirmed. Of course, the original IPC 
Project Paper documents the,importance of policy implementation. In addition, the 
Evaluation Team found that policy implementation is regarded almost universally by 
A.I.D. and host country respondents as a key development issue. Furthermore, at the 
P C  seminar on "Managing for Results," there was general consensus from among 
speakers and participants that effective policy implementation is critical, to both macro 
and sectoral reforms. Several examples were identified of how failure to implement 
policies has impeded accomplishment of development objectives. 

Second Premise: Policy implementation is often very difficult. Management of policy 
implementation is, in general, complex and difficult, often involving multiple organizations, 
requiring marshaling of political support, resolution of conflicting interests, reorientation of 
government function and reciprocal public-private relationships as well as managerial systems, 
skills and procedures which are effective for priority implementation tasks. 

Evaluation Finding: This premise was also confirmed. Evidence again derives from 
the IPC design work, interviews and questionnaire responses as well as from work 
undertaken by the IPC contractor team reviewing experience in policy implementation. 
Corroborating evidence from U.S. domestic experience was documented at the 
Seminar by Dr. John Bryson. 

Tb'd Premise: Strategic management concepts and approaches, borrowed and adapted from 
business, applied with insights from other disciplines, are useful toaddress difficult policy 
implementation which is much more complex in purpose, tasks and initiation and decision 
structure than business strategy. 

Evaluation Finding: This premise was confirmed in general. However, it was also 
confirmed that there are important strategic management elements in policy 
implementation that are very different from business that need to be further developed. 
The Team found that the multi-organizational environment of national policy 
implementation in many contexts makes it difficult to apply a classical strategic 
management approach, as derived from private business. 



1 Fourth Premise: An A.1.D.-funded contract team can be effective in assisting host country 
managers and leaders to use strategic management approaches for policy change. Included 
are: 

Sub-Premise: That insight and skill for this purpose is available and can be 
developed sufficiently for this purpose; that the required range of sectoraVtechnical 
and area competencies can be linked with facilitative skills. 

Finding: This sub-premise was confirmed. Although many respondents andthe 
contractor team commented on the difficulty of identifying appropriate expertise and 
the relative scarcity of skilled consultants, Mission and host country personnel that 
have worked with P C  consultants generally commented very favorably on the 
competence of those involved thus far in IPC. 

Sub-premise: That the necessary consultant-client relationships can be established 
with LDC clients. 

Finding: This sub-premise was confirmed. However, the Team found that there is 
considerable tension between demands for meeting time schedules and the 
establishment of effective working relationships. These relatiocships depend on trust, 
which takes time to build. 

Sub-premise: That USAID Mission program and project planning and funding allows 
appropriate and sufficient opportunity for canying out this assistance. 

Finding: This sub-premise was confirmed for the IPC field projects, insofar as 
funding thus far is concerned. The best evidence is perhaps the high ratio 
(approximately 8: 1) of buy-in funding to core support for PC. 

Firth FVemlse: When host country managers (in the public or private sector) effectively 
employ strategic management approaches for policy changes 1) they will positively affect the 
management of government, whether or not they are effective in implementing the policy and 
2) they and their organizations have greater capacity for subsequent development management 
challenges. 

Evaluation Finding. In general the Team felt that it was too early to reach a firm 
conclusion, despite positive indications from several countries that PC-initiated 
approaches are having the desired impact thus far. 



EXHIBIT C 

Summary of IPC Project Design (LOGFRAME) and 
Progress toward Meeting Indicator Targets 

(From IPC Project Paper Section 2.3 and PP Annex 2) 

GOAL: LT)C1s implement policies that enhance br~ad~based economic growth. . . , 

Progress Attained: Review of goal attainment was beyond the scope of this 
evalimtibn. 

PURPOSE: LDC organizations design collaborative, broad-based management strategies for 
policy change, and effectively manage the process of [policy] implementation." 

End of Project Status (EOPS): ' 

1. Indicator: LDC governments and private organizations in eight countries have 
demonstrated use of strategic management, analysis, decision-making, and processes to 
strengthen policy choice and implementation. 

Progress Attained: This indicator has been attained to a limited degree in at least 8 
countries, including Mali, Philippines, Guinea-Bissau, Jamaica, Zambia, Gambia, 
Zimbabwe, and Uganda. If the field projects continue as planned South Africa can be 
soon be added to this list. 

2. Indicator: LDC governments and private organizations have adopted new roles, 
improved procedures, and influenced and collaborated with other organizations to 
achieve better implementation performance. 

Regress Attained: This has occurred in at least some of the countries cited above. 
For example, there is some early evidence in Guinea-Bissau. Jamaica and Zambia. 

3. Indicator: The Project's intellectual products have made a significant contribution 
to knowledge about policy implementation processes, and such knowledge has both 

'It should be noted that, while the project design called for elaboration by P C  of 
indicators for self-assessment by policy implementors to be used for appraising achievement 
of the purpose indicators listed below, this process has not been fully accomplished by P C ,  
despite efforts to do so. Nonetheless, the Evaluation Team's field research and review of 
project documentation allow some informed statements to be made about the attainment of the 
EOPS indicators. 
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improved policy change methods and practice and has informed the discussion of 
policy implementation issues in development circles. 

Progress Attained: To date, the research publications have embraced a range of 
different kinds of documents, including research notes, technical notes, working 
papers, bibliographies, and literature reviews. The research and technical notes have 
proved to be useful reference documents to IPC consultants in preparing for 
assignments and for distribution and use in traininglseminar settings. More extensive 
contributions to the knowledge base concerning policy implementation are anticipated 
once the country case study experience is fully documented. 

3 - 

4. Indicator: Six host country or regional resource institutions have contributed 
usefully to policy implementation endeavors. 

Progress Attained: Host country or regional resource institutions, as discussed 'in the 
PP refers to universities and management institutes. The Team knows of only one 
case where such institutions have been involved to date through IPC, i.e. Zambia, and 
in this case only through PSC employment of institution-based staff. (Also, to a very 
limited extent in Guinea-Bissau through the Law School). 

OUTPUTS 

1. Employing strategic management approaches and behavior, LDC managers 
orchestrate resources, incentives, systems, technology, skills and coalitions to carry 
out priority implementation tasks. [Indicators: Managers use collaborative methods to 
a) set organizational objectives, roles and resource use, and b) influence other 
organizations and political groups to support policy implementation.] 

Progresk Attained: The Team found strong preliminary evidence from Project 
documentation and interviews of the use of strategic management approaches and 
behavior as applied by IPC in many settings, particularly the skillful involvement of . 
stakeholders. 

2. LDC management resource institutions and consultants learn and use strategic 
management concepts and practices .. .; they help LDC implementation managers 
apply them. [Zndicators: Management resource institutions work with LDC policy 
implementation organizations via education, training, research, consulting; demonstrate 
and support use of policy implementation needs analysis and strategic management 
methods and processes.] 

Progress Attained: Regarding resource institutions,' see comment above under EOPS. 
Despite the limited involvement of resource institutions, IPC has made extensive use 
of LDC consultants. A number of LDC consultants have worked either directly 
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through IPC or been assigned through separdte administrative mechanisms as 
collaborators with P C  consultants to apply strategic management concepts and 
practices. 

3. Application ,of the IPC technical framework generates knowledge and experience 
which are fed back to modify, refine and improve the approach. [Indicators: Written 
products convey approach, methods; show changes, modifications in framework based 
on applied and action research, lessons of experience.] 

:: 

Progress ~'ttained: The Team found that the "technical' framework has, in a number 
of cases,' been only partially applied. This seems to have limited attaining the applied 
research objective to date. 

4. Research findings and guidance materials are prepared and disseminated. 
mdicatow: Diagnostic studies, research and guidance produced; conferences, 
workshops, newsletters.] 

Progress Attained: Guidance materials (technical notes, research notes) have been 
prepared and distributed on a limited basis with more planned for the future. 
Research on the results coming from the Project's work has been planned and is 
expected to gain momentum in the next two years. 

1. Indicator: long-term technical assistance for eight countries; short-term technical 
assistance and training for twelve countries. 

Progress Attained: TA activities of course depend on buy-ins through the IPC 
requirements contract. "]Long-term TAU is defined very explicitly in the PP as 
referring to both situations where IPC might, for example, provide four TDY's during 
a year period, or provide one or more resident advlmn, or a combination of both. 
"Short-term TAU is likewise left very open. In th~s mn, the Evaluation Team found 
IPC to have had or is moving toward "long-term' engagements in the following 10 
countries: Zambia, South Africa, Jamaica, Mali, Burkina Faso, Ivory Coast, 
Philippines, Guinea-Bissau, Honduras, and possibly Uganda. Short-Term TA has 
been much more extensive and IPC has been provided such assistance in the following 
12 countries: Zimbabwe, Uganda, Lesotho, Bolivia, Haiti, Morambique, Ghana, 
Barbados, El Salvador, Gambia, Senegal, Tanzania, Morocco, and Rwanda (pending). 
(This list includes countries in which TA was provided as part of a regional activity) 

2. Iudicator: applied, adaptive, and action research on strategic management issues 
and problems. 
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Progress Attained: To date the research effort has yielded several products in the 
form of technical notes, research notes, working papers, literature reviews, and 
annotated bibliographies. 

3. Indicator: assistance for and collaborative work with six LDC (country and 
regional) management resource;institutions. 

Progress Attained: As noted above under "outputs:, this has been extremely limited. 

4. 111dfcatoc technical and financial support for professional policy implementation 
networks in three LDC sub-regions, one in the U.S. 

Progress Attained: IPC has worked with one subregional networks to date: The 
West African Enterprise Network and in the U.S. IPC has provided support to and 
quality leadership in the Development Management Network. 



DETAILED REPORT 

I. BACKGROUND 

For years A.I.D. has been concerned with an imbalance between the great emphasis placed 
on the design of programs and projects and the much.smaller emphasis placed on their 
implementation. This problem has been especially evident in the more recent efforts of the 
,1980's to conduct a dialogue that can to bring about policy changes, including democratic 
initiatives and wntroversial economic stabilization measures with high political visibility and 
sensitive social impacts. 

In a 1984 survey conducted for A.I.D. Administrator Peter McPherson of over 500 donor 
and host country officials in Latin America, Africa, the Near East, and Asia, the people 
interviewed stated that the two most formidable obstacles to achieving needed reforms were 
(a) the paucity of political leadership with the courage and ability to provide sustained 
leadership, and @) a lack of institutional and managerial capaciv in key ministries and 
nongovernmental organizations required to implement reforms. The political and monetary 
costs of implementation stretch-outs and failures over the years have not been measured, but 
they are believed to be enormous. 

To help address these problems, the Implementing Policy Change Project suppofis managers 
in their use of strategic management to convert policy changes into action. To wcomplish 
this, the Project provides expert services and applied research to help decision makers and 
managers improve their abilities to design and implement policies. IPC's overarching goal is 
to foster positive long-term impacts on socio-economic development through better policy 
implementation. A contractor team was selected in 1990 through open competition led by 
Management Systems International, with subcontractors including the International 
Development Management Center of the University of Maryland; Abt Associates, Inc.; and 
Development Alternatives Inc. 

P C  has targeted its efforts on a range of policies - from those that promote broad-based 
economic growth to those that are focused on the production and social sectors. Special 
consideration is also given to policies aimed toward the sustainable use and conservation of 
natural resources. The Project specializes in applying strategic management approaches and 
processes in addressing policy implementation concerns. The steps and elements typically 
include: 

Agreeing on a strategic process for developing an implementation strategy; 
Mapping or assessing the situation (includes analysis of the external and 
internal environments, the content of the policy, and stakeholder expectations 
and resources); 
Identifying strategic issues; 
Designing an implementation strategy; 
Designing a process to monitor results and make ongoing adjustments. 



Examples of the kinds of developing country activities IPC supports hclude: 

Assessing policies in terms of implementation options and constraints; 
Guiding policy designs that are sensitive to irnplernentation issues; 
Planning and canying out the implementation of specific policy changes. 

. . 
Initial involvement by the IPC team can include: 

~ i a ~ n o s t i c  missions to determine the principal political and management 
obstacles to implementing specific policies; 
Assessment of public and/or private sector capacity to carry out specific policy 
changes; 
Analysis of stakeholder interests and concerns; 
Collection of baseline data related to particular policy changes; 

@ Appraisals of policy impact to assess the degree to which reform objectives are 
being achieved and what problems are being encountered; 
Support and guidance to organizations charged with implementing particular 
policies; 
Short seminars and workshops for country officials on comparative experience 
in policy implementation. 

The examples listed above provide an opportunity for IPC Project personnel, host country 
organizations, and USAID Missions to assess whether on-going collaboration toward policy 
change is promising and, if so, to agree on an initial plan for such collaboration. 

A. OVERVIEW OF TEIE EVALUATION PLAN A!!D I\.IETIIODOU)GY 

The objectives of this mid-term evaluation were to: 

1. Understand how the Project has affected the use of strategic management for 
policy implementation and how the Project's value can be increased; 

2. monitor the performance of the contractor; 

3. provide a basis for a decision on whether to continue with Phase 11 of the 
Project; offer suggestions for any modifications which might further enhance 
the effectiveness and success of the Project if it is to continue; or, alternatively, 
consider other development management initiatives which would help 
strengthen host country capacity to deal with the management of change. 

In addition to the formal products produced as a result of the evaluation it was anticipated that 
the evaluation process would lead to increased understanding among key stakeholders of the 
major premises of the Project and the issues involved in applying strategic management 
approaches in implementing policy change. 
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The evaluators have worked in a collaborative and interactive mode with the A.I.D. Project 
Officers, the contractor team, and other key stakeholders in the Project (in particular, those 
who have been clients/beneficiaries of the Project) to gather their perspectives on the status of 
the Project, accomplishments to date, and to identify issue areas which need attention in the 
remaining life of the Project, and its possible continuation. At various points throughout the 
evaluation, the evaluators provided interim feedback to the A.I.D. Project Officers and 
contractor team on progress being made, general patterns of findings, and sought further 
clarification on issues being raised in interviews with other key stakeholders. 

, . 

The evaluation was guided by the following general questions which derive from the 
evaluation terms of reference (included as Appendix A): 

1. To what extent has the Project successfully carried out activities which are 
consistent with and validate the basic premises, assumptions, and objectives of 
the Project Paper (questions 1- 4, page 2 of the evaluation TOR)? 

2. What have been the principal constraints to achieving the Project purpose? 

3. What has been the extent of A.I.D. support (including S&T core financing and 
regional Bureau buy-ins) to meet the targets specified in the Project Paper 
(question 5 of the evaluation TOR); 

4. What improvements might be made in the design and administration of the 
Project, if it is to be continued (questions 5-8 of the evaluation TOR)? 

The methodology for collecting data for this evaluation included: structured interviews with 
key stakeholders (consultants, A.1.D.W and Mission officials, host country beneficiaries, and 
other concerned professionals in organizations such as the World Bank and academic/research 
institutions), questionnaires (via E-Mail, fax, mail) sent to other relevant professionals and 
officials not interviewed, and a careful review by the evaluators of project documents and . 
other relevant project publications. In addition, a seminar on "Managing for results: 
implementing policy change by host country organizations" was held September 30, 1993, 
which examined the key premises of the P C  Project. 

The selection of those to be interviewed and to receive questionnaires derived initially from 
recommendations coming from the A.I.D. Project Officers and the contractor team and were 
extended/expanded on the basis of information collected from other key stakeholders during 
the initial set of interviews. Key documents reviewed included: the Project Paper, annual 
work plans, technical cooperation trip and technical reports, research publications, and project 
financial documentation. Further details of the evaluation approach may be found in 
Appendix B, while Appendix C represents a list of people fo~mally interviewed or contacted 
directly by the Team. A compilation of questionnaire responses received can be found in 
Appendix D. 



B. IPC PROJECT IP~CRWI'IOPU' 

1. IPC Objectives and Project Design 

As stated in the Project Paper, "the objective of the Implementing Policy Change (IPC) 
Project is to improve the policy implementation performance of LDC managers through their 
use of strategic management processes and methods." (PP, p. 1). The Project was designed 
to help "LDC organizations design collaborative, broad-based management strategies for 
policy change, and effectively manage the process of [policy] implementation" (PP, p.7). 
The IPC Logical Framework and a summary of achievement of the Project's design indicators 
was presented in Exhibit A, following the Executive Summary, 

The IPC'Project is concerned with the research and transfer of a management process 
technology -- strategic management -- and its application to another critical process, that of 
policy implementation. It builds on a predecessor project managed out of the same A.1.D.m 
office, the Performance Management Project (PMP), which was similarly concerned with 
management processes, although to a much broader range of problems. The final evaluation 
of the PMP recommended that a successor project focus more narrowly on a priority area of 
Agency concern. Given the centrality of improved policy implementation to more efficient 
use of resources in LDC's, this became the organizing principle for the follow-on project. A 
strategic management framework and learning process approach that drew extensively from 
the work under the PMP was proposed to guide all project work. 

The Project Authorization approved for the first 6 years of IPC up to $5.2 million for "core" 
funding, of which $3.6 million was to be obligated from the budget of the former S&T 
Bureau from the Agriculture, Rural Development, and Nutrition (ARDM) and Education 
accounts. $1.6 million was to be in the form of OYB transfen to the Project from the 
Development Fund for Africa, administered by the Africa Bureau. Another $13.9 million 
was authorized to be contributed to the Project by hlissrons. rtglonal Bureaus and other office 
of A.I.D. 

Total expenditures from FY 1990 through FY 1993 w e n  projected in Annex 7, "Cost 
Estimate, Financial Plan and Financial Analysis' as S 9.939.3 16. of which $6,399,750 was 
expected to be against USAID Mission buy-ins, $1.5 16.62 1 against regional Bureau buy-ins, 
and $2,022,945 against STIRD core obligations. (See Appendix for financial summary.) 

Overall project management was ldged in S&T/RD (later R&D/EID), with Project Officer 
who had been responsible for the design of IPC and who had previously managed the 
predecessor PMP. This person was to be assisted by an RSSA specialist in development 
management from the U.S. Department of Agriculture. A Project Committee was to be 
formed "to collaborate on IPC Project planning and monitoring to improve the Project's 
usefulness to the Agency as a whole." This committee was also to review the contractor's 
annual work plan and annual reports. All regional Bureaus were to appoint one or more 



members of the Project Committee or concur with S&T/RDfs selection of such members. 
Implementation of P C  was to be primarily through a single competitively chosen contractor, 
key criteria for selection of which were identified in the PP. Considerable involvement of 
regional Bureaus was anticipated in selecting the contractor, providing feedback on 
assessment of technical cooperation activities, participation in briefings and debriefings of 
technical cooperation teams, and advising S&T of Mission and Regional Bureau programs, 
nceds, and analyses (PP, pp. 30-35). 

2. IPC Components ' 

While the Project activities are highly integrated conceptually and in practice, it was found 
useful to organize Project activities into different components. The PP's implementation 
schedule broke down Project activities into the following categories: Technical Cooperation, 
Research, Networks and Dissemination, and Project Planning. The contractor, in their 
approved annual work plans, adopted a slightly different classification: Technical 
Cooperation, Research, Networking, Institutional Strengthening, Dissemination, and 
Management. The evaluation team found the latter classification useful for organizing its 
review of Project activities, since it disaggregates the networking and dissemination activities, 
which are somewhat distinct, and gives greater prominence to institutional strengthening as a 
key factor affecting the sustainability of PC's interventions. 

11. EVALUATION RESULTS 

A. TECHNICAL COOPERATION ACTIVITIES. 

1. Overview 

Under the original design, the central activity under IPC was to be continuing, long-term 
technical assistance in eight countries to help governments deal with "pressing decisions of 
the momentw and develop sustainable capacity for policy-oriented strategic management (or 
"SMw). This was conceived as combinations of repeated short term technical assistance (TA) 
(e.g. four 'Illy's per year) and/or resident in-country TA. However, during the first two 
Project years, diagnostic or "trouble-shooting" consultations were envisaged with a view to 
exploring mission 2nd host country interest in PC's agenda and establishing the bases for 
longer term collaboration. It was also envisaged that in the middle to later years of the 
Project short "dissemination seminarsw and briefing sessions might be held in countries where 
IPC had not previously worked. 

The Project design did not limit technical assistance to any particular sector or level of 
development activity. Bct it did establish, as a general criterion for IPC assistance, that the 
policy in question must offer the possibility of broad bad economic and income growth. 
Other criteria included: 



- measurable results could be expected within 2-5 years; 
- natural resources conservation was to be given particular consideration; - policies would challenge the S-M framework and process; - policy situations where implementation concerns could be raised during policy 

formulation or selection; - availability of host country will and leadership; - free-market and private sector-oriented policies were to be favored; and - policy changes with potential regional impact or multiplier effect would be 
favored. 

The PP cited the desirability, for a comparative perspective and to improve knowledge 
Agency-wide, of TA activities being carried out in all regions. However, due to the heavy 
involvement of the Africa Bureau in IPC design and expressed interest in utilizing the Project, 
it was expected that "several" long -term TA activities would be in that region. 

TA activities were seen as contributing to: 

a) the process of policy adoption; 
b) design of policy implementation strategy; and 
c) the conduct and monitoring of the implementation process. 

TA teams were expected to be comprised of four types of specialists: strategic management 
specialists; specialists in the functional, organizational, or policy area of concern; specialists 
in consultation methods; and other specialists as required. The PP explicitly noted that P C  
"does not intend to provide economic policy analysis specialists, given that other projects 
cover this need. " 

"To the greatest extent possible ..." specialists from host country and regional management 
resource institutions were to be utilized as team members, to create sustained resource 
competence and draw on their special knowledge. 

Technical assistance was intended to work with LDC or regional management resource 
institutions, by incoprating their faculty or staff as working members, providing financing 
for executive level courses at their facilities for policy implementors, and providing capacity- 
building research grants. IPC was also to encourage host country agencies and USAID 
Missions to purchase needed implementation research from such institutions and team them 
with U.S. universities. 

2. General Findings 

Technical assistance represented the bulk of IPC activities during the first three years of the 
Pmject. A listing of all IPC field activities conducted through September 30, 1993 is 
included as Appendix E of this report. The IPC approach was called upon because of a 
recognition that policy implementatiatl is a difficult process that is not perceived as having a 



high long term success rate. The Evaluation Team found that the technical assistance 
provided under the IPC Project is demonstrating in its first three years that the IPC concepts 
and approaches, which incorporate important elements of SM, are very useful in addressing 
problems that often jeopardize success. The quality and effectiveness sf the technical 
assistance was found to be high. 

There was considerable diversity in the problems in which the IPC Project was employed, 
including implementation of policy changes in democratic initiatives, macroeconomic 
programs, and major sectoral policy changes. This indicates that there is considerable 
capacity in IPC to adapt to a wide range of uses and suggests considerable capacity for 
replication of the basic approaches. 

The Team found very strong support for IPC in the Missions and among host country 
personnel where IPC is involved. In w e d  instances, only some elements of SM were much 
in evidence, but even so, the results were viewed as positive. In fact, there was considerable 
cautioning that IPC is most effective when SM is not applied rigidly or in a dogmatic sense, 
with the flexibility to give special emphasis to one or two elements. 

The active support and positive attitude of Jeanne North, IPC Project Officer and Pat Isman, 
RSSA Project Manager, of R&D/EID were commended highly by nearly all those 
interviewed. The consultants arranged by MSI and its subcontractors also were regarded by 
most respondents as outstanding. The Evaluation Team believes that the technical assistance 
provided under the Project has clearly demonstrated that A.1.D.-funded contract teams can be 
effective in helping host country managers use SM for policy change. The required skills are 
available, but not in great supply. 

Arsisting clients to identify stakeholders and to involve them in constraints analysis, strategy 
development, and implementation planning stood out as the most prominent feature of IPC 
technical cooperation, in the view of the majority of those interviewed. This important 
component resulted in clearer understanding among the stakeholders of the intended policy 
changes; better tailoring of implementation to the host country environment, thereby 
improving the quality of the implementation; increased sense of ownership in the policy 
change; and it developed support for the change. 

Whether the other components of SM will be as successfully applied is not yet clear. 
Establishment of indicators against which to measure progress, for example, needs greater 
emphasis, as well as more attention to monitoring. Sustainability in the host countries of the 
approaches IPC has utilized, without continuing high cost outside assistance, still has to be 
demonstrated as IPC matures. 

3. Speciflc Findings. 

Of Pr- Based on interviews at three Missions and E-Mail 
questionnaire responses from other Missions, the Team found widespread agreement that the 



principal objectives of the IPC activities either had been achieved or were at least achieving 
as much as could be expected at this stage. As mentioned above, this does not mean that 
evcry aspect of SM was successfully employed, but that those elements which had been 
deemed most critical had been successful, at times beyond their expectations. 

Most striking was the degree to which host country participants had gained a sense of 
ownership in the policy changes IPC was helping to implement. Even when it was tso early 
to determine whether the new policies would succeed, it was clear that the opportunity to be 
involved was appreciated by the participants, making them more receptive to change. It was 
also interesting to note the increased awareness of the roles and the potential contributions of 
other organizations involved in a particular policy change. In Guinea-Bissau, for example, 
the Project helped the Ministry of Commerce and Industry to reach out and collaborate with 
the private sector in ways that had never before happened on key trade and other private 
sector policy initiatives. 

Some of the P C  activities have helped to energize organizations that had become weak or 
ineffective as was the case with the Ministry of Finance in Jamaica. Where carefully 
planned, and adequate groundwork had been laid in advance, workshops had a synergistic 
value. Well conducted workshops, such as the ones held in Jamaica, Guinea Bissau, and 
Zambia, enabled people from different organizations that are often in conflict, to learn to 
work together in solving difficult problems. For some, this was an exciting experience that 
gave the participants a new perspective and sense of empowerment through the realization 
that they can make a contribution to priority undertakings. 

P r o m .  Not surprisingly, each IPC field project originated differently. 
Typically, consideration of P C  developed after a policy change project had been 
conceptualized and preliminary steps to design the project were underway, including how to 
solve anticipated problems of implementation. In Guinea-Bissau, IPC was utilized from the 
outset to help shape a new project which will utilize concepts and policy implementation 
processes applied by IPC in the project formulation stage. The same applies to Zambia. 

Consideration at the Mission level generally occurred because someone had been informed of 
PC by Jeanne North or from an IPC contractor reconnaissance. In some instances, primarily 
Africa, a Washington regional Bureau encouraged a Mission to consider PC. No evidence 
was found of the top leadership of A.I.D. having encouraged P C  field projects. 

The fact that the Africa Bureau contributed core funding for IPC, part of which was available 
for reconnaissance trips and kitiation of field activities, greatly facilitated operating in that 
region and contributed to the predominance of buy-in activity in that region. 

Policy implementation concerns that led Missions to consider P C  included the need to (a) 
gain acceptance by people in the ministries tasked with the responsibility for implementing a 
policy that was difficult or controversial, (b) develop effective working arrangements with the 
clients of a government activity, (c) establish and institutionalize a policy analysis and 



coordination unit or other structural device to further policy development and implementation, 
and (d) gain sufficient involvement of stakeholders to develop a sense of ownership that 
would generate support for policy change. 

, , In one or two instances, IPC appeared to be looked upon by Mission personnel primarily as a 
vehicle for accomplishing a particular step in A.I.D.'s project development process, such as 
contributing to the technical or institutional analysis required for a Project Paper. Such ' 

activitics.were allowed by R&D/EID when there was a strong possibility of longer-term 
involvement. Indeed, even where the scope of these applications was limited in the 
beginning, they appeared to develop some support for the IPC participatory process in 
general. While useful, especially'in the pilot stage, this more narrow approach to IPC is not 
encouraged by R&D/EID. It is regarded by the Team as marginal to the central objectives of 
P C  and probably not the best utilization of future limited IPC resources unless the Mission 
and R&D/EID are quite sure that such an opening wedge will lead to broader application. 

. * - . .  

The Team would agree that the question of which particular policy area should be addressed 
initially by utilization of IPC, such as stabilization measures, changes in the education system, 
policies to increase agricultural productivity, enhancing export trade, improving the 
administration of justice, etc., is not so important as the opportunity to gain acceptance of the 
IPC concepts within host country institutions. Once established, they can be adapted to other 
areas. Other selection factors were cited as being much more significant, such as assurance 
that the host country leadership is committed to the IPC approach. 

It was refreshing to find that the IPC objectives and hoped for outcomes in the organizations 
we visited were program oriented. In other words, the IPC efforts were regarded as 
facilitative for achieving program objectives, rather than the IPC processes viewed as the 
ultimate goals in themselves. This point is important because so often well-intention4 
projects for improving the management of programs become viewed as ends in themselves, 
and have little or no effect on achieving the mission of the organization 

f St-c -. The Team found few individuals who were very 
familiar with SM. And those who were informed generally were not comfortable about 
discussing SM in a conceptual or theoretical level. In contrast, people were happy to discuss 
specific, practical activities under PC. Most thought the management concepts and processes 
they saw embodied in the IPC field projects as constructive and positive ways of 
implementing difficult policies, especially the emphasis on involvement of those impacted by 
the change. But most did not consciously relate the various elements of SM to a coherent 
sequence of steps that constituted a broad strategy of management. 

Among those who were familiar with the SM framework, the general view was that it had 
substantial applicability to the difficult task of implementing policy chmge, provided it was 
not applied in too formal a manner. A rigid or "theological" approach would be 
counterproductive in the minds of the people we interviewed. This brings to mind the caution 
of Louise White, in her paper underpinning the project design, that SM not be regarded as a 



specific "recipe". 

Of the different elements of SM we found to be utilized in the IPC field projects, the 
involvement of the implementors and the other stakeholders in planning and executing the 
implementation stood out far above the rest in the minds of those we interviewed as being 
critical tuasuccess. When done skillfully, this involvement encompassed a number of the 
various steps or ksks typically found in SM even though the elements were not necessarily 
organized or formally articulated in a structured SM plan per se. In several instances, 
however, 'the attention given to these tasks was less than the Team thought desirable. 

Considerable care seems to have been taken to first ensure that the proposed change had been 
clearly decided by the host country decision makers, and that they had expressed their 
intention to proceed. Therefore, the question for the IPC consultants was not "whetherw to 
proceed with a particular policy change, but "how". 

The emphasis placed on stakeholder involvement in the early stages of the field projects paid 
strong dividends in developing support for the policy changes among those to be impacted by 
the changes. The IPC teams have been sensitive to the difference between merely informing 
stakeholders of actions to be taken and providing them with an opportunity to actively 
participate in working out those actions that will be most effective in bringing about the 
intended change. 

Skillful IPC involvement of the impacted groups at an early stage has produced several 
critical results. First, involvement was the ideal way in which to develop an understanding of 
the policy change. Second, involvement introduced practical considerations which made the 
implementation more realistic in approach, thereby enhancing chances of success. Third, 
involvement greatly increased the stakeholder's sense of ownership in the policy to be 
implemented, resulting in increased support for the policy. 

This sense of ownership is in sharp contrast to many earlier approaches to macroeconomic 
reforms seen by members of the Evaluation Team in which A.I.D. was perceived as joining 
with the: IMF and the World Bank in virtually forcing countries to accept unpopular 
conditionalities which the host countries found demeaning, having been designed by donor 
technicians from other countries who did not understand their problems or their social and 
political environment. The Jamaicans, in particular, made this point during our discussions. 

Implementation problems which emerged from such donor dominated approaches were then 
often seized upon as reasons for backing away from needed reforms in the face of public 
criticism, unnecessarily limiting donor effectiveness in influencing host country commitment 
to badly needed reforms. The IPC approach virtually eliminated this problem in the policy 
change field projects visited by the Team. 

This IPC stakeholder concept was also used effectively to clarify roles of individuals and 
organizations involved in the implementation of the change. In Jamaica the blurred vision of 



organization roles was a major issue which constituted one of the major reasons USAID 
looked to the IPC Project for assistance. The results were very good in terms of establishing 
clearer roles and how each will relate with each other. When future issues arise, no doubt 
there will be need for further role defining, but the groundwork has been laid well. 

Care will have to be taken, however, that preoccupation with this important ownership feature 
of P C  does not result in other elements of SM being lost sight of. In at least one instance, 
enthusiwm over ,the success of involvement of the stakeholders in de~eloping~support for 
policy c h g e  has lulled IPC participants into complacency regarding such important areas as 
monitoring and the building of sustainability. In such cases, IPC success could be short 
lived. 

Stakeholder involvement is not a new concept to A.I.D. since it has been used for years in 
certain areas such as rural development. Its application has been very limited, however, with 
respect to implementation of macroeconomic policy changes needed for broad based economic 
growth and not too well utilized in other fields of compiex policy changes involving 
conflicting interests. IPC has provided some resources and a source of encouragement and 
guidance that has given new prominence and a much deeper understanding of this philosophy 
where P C  field projects have been underway. Its value has been more clearly demonstrated 
through IPC. 

Workshops were often cited as a key device through which stockholder involvement was 
made meaningful, Contributing to their success was the fact that a great deal of groundwork 
was laid before the workshops took place. USAID and IPC individuals had already discussed 
with workshop participants, for example, the major issues and challenges that would be 
explored in the workshop. The two-day Jamaican workshop resulted in useful findings of the 
working groups on benefits and concerns associated with the contemplated change. There 
was a good report from each group on roles and responsibilities for each of the principal 
implementing organizations. On the downside, the action plan developed at the workshop has 
suffered from inexperienced ministry personnel having unrealistic expectations and from slow 
nspnscs by the leadership. A brief description of the Jama~ca field project and workshop is 
included as Appendix H-3. 

and In general, the field projects were somewhat lacking in 
establishing clear indicators against which USAID and the host country could monitor 
progress and evaluate results. The IPC activity with the "Support For Development 11 
Project" in the Philippines is a noteworthy exception and the logical framework and indicators 
developed by P C  consultants for monitoring policy changes are a potential model for other 
field projects. (See Appendix I of this report.) In saying this, however, we would caution 
that a process type of project such as IPC is not susceptible to a number of precise indicators 
that are appropriate for many other types of projects. In fact, overemphasis on detailed 
targets can lead to excessive pressures to meet unrdistic dates and reduce the development 
of a host country sense of ownership in the policies being implemented, especially if they are 



interpreted as measures rather than indicators. Too much detail in the formal documents also 
discourages the flexibility needed to meet unforeseen developments and changing conditions. 
It discourages creativity and innovation in finding better ways of achieving program goals as 
the project progresses. 

Nevertheless, without adequate objectives and indicators, a process project can easily su wive 
until funding is gone without having helped organizations advance toward their missions. It 
may also wander from its broad goals and fail to have the intended impact, Clearer 
objectives and indicators against which to assess progress should be set in several of the field 
projects, and more attention given to establishing and maintaining sound schedules, while at 
the same time avoiding undue rigidity and the quantifying of objectives not well adapted to 
such an approach. 

, . Recommendation. p u l d  be Ojven to . . . and mars are adeqldiltelv devel-d we1 
to &le both& M i s s i u  the host country to -ress and 
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c. The IPC consultants were given high praise from those 
involved in the field projects we visited. Their technical competence was uniformly high, they 
have worked hard, and they are experienced. Equally important, they brought to each 
intentention an interpersonal consulting skill and appreciation of the context that enabled them 
to elicit the host country involvement inherent in the IPC approach. By providing both 
substantive and process contributions, they gained the respect of their counterparts and have 
been well accepted by the host country organizations with which they were working. 
Ministry personnel contrasted them with the more superficial quick in-and-out approach of 
consultants in a number of non-A.I.D. projects. Questionnaire responses from Missions not 
visited indicated (with one exception) a similar view of the effectiveness of these consultants. 

The IPC consultants with whom we met are strong supporsers of the IPC philosophy and 
willing to invest a great deal of effort in its successful application. 

The high quality of the consultants reflected well on A.I.D., and in the case of Jamaica, 
. people spoke rather strongly about the U.S. approach being far more effective than that of the 

international organizations, particularly IMF and the World Bank. These Jamaican accolades 
are particularly significant because in the past the United States has been urging difficult, and 
often unpopular, economic stabilization measures. In fact, several Jamaicans expressed 
considerable concern that a World Bank public sector project now under consideration would 
unintentionally undermine the gains realized through IPC because the Bank is viewed as more 
directive in its approach and does not monitor nearly as effectively as does A.I.D. 

MSI and its partners, Abt, DAI and IDMC, should be congratulated for the quality of the 
individuals they assigned to the IPC field projects. In a few instances it has been difficult to 
locate just the right skill and experience for certain highly specialized roles, but the 



contractors have resisted the temptation to quickly send less than highly qualified people 
because of pressures of time. 

Sustainabilitv. Sustainability has always been a difficult challenge for A.I.D. and other 
donors. .With agency funding declining,'the importance of benefiting from the investment 
being made'in IPC increases. In fact, further funding for the IPC program would be difficult 
to justify if measures toward sustainabiUty were not given high priority. The Team found 
that the level of attention paid to sustainability of IPC concepts has not been adequate. There 
seems to be a rather general assumption among some of the Mission and host country 
personnel that success in gaining a sense of ownership in the policy changes will go a long 
way toward ensuring that the IPC approach will last. This important step will certainly help, 
but it is not sufficient. Ironically, the Team saw indications that the IPC Project may have 
some difficulty over-bming the long-standing A.I.D. problem of giving substantially greater 
emphasis to the early design stages of an activity than its implementation. 

I!  

The message concerning the later stages of implementation, such as monitoring, assessments, 
and midterm adjustments, is not as loud and clear as it is for the first steps. The Team sees 
this not so much an omission in the intent of the IPC Project as it is an early warning of a 
need for greater implementation emphasis as IPC moves forward. The Project design 
contemplates a good balance between design and implementation, but the Project is moving 
upstream against an A.I.D. culture that highlights design, and IPC needs to place even greater 
stress on its own implementation. 

Several steps deserve emphasis to illcrease chances that IPC's approaches to implementation 
survive: 

Integration of IPC's Approaches. It will be extremely difficult for the IPC 
approaches to survive the eventual end of special IPC funding unless they become 
accepted as a way of life in managing difficult policy changes involving a variety of 
stakeholders with conflicting agendas. The lessons lamed from IPC, the techniques 
successfully applied, and the support for the approaches arc likely to gradually fade 
from view if regarded as highly specialized concepts and techniques reserved for only 
occasional application when special Washington funds and a team of experts are ' 

available. 

There needs to be considerable strengthening of Mission capabilities to continue the 
IPC approaches. USAID staffing levels, however, may not permit hiring specialists 
for this purpose. Even if they did, the best solution in to regard the current IPC field 
projects as pilot projects that are demonstrating feasibility and, with some 
modification, will lead to the concepts being incorporated in the Mission's way of 
doing business. 

. . Recommendation. IPClt-_on of SM concepts should be awted for i ,  
the mv in which TJSAID ~roiect manapers -on of 4 
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Replication. A closely .related characteristic which contributes heavily to 
sustainability, is the extent to which the IPC concepts can be easily adapted to other 
policy implementation projects with diverse circumstances in additional countries. It 
may still be too early to extend IPC to additional A.I.D. countries, but it is not too 
early to begin applying them to other policy implementation activities in Missions 
which now have IPC field projects. 

IPC resources have provided an opportunity to do things not usually within reach, and 
one Mission believes that caution is called for to make sure that host countries not get 
the idea that SM is applicable only if funds are plentiful for teams of consultants for 
many months and large scale workshops. Although there will continue to be occasions 
when large-scale implementations justify such applications, the budget crunches are 
now so severe that there will be considerable need for less expensive field projects in 
order for the IPC program to be sustained. This will be especially true after the 
concept has once been successfully demonstrated in a country. 

Although the Evaluation Team is very positive about the IPC approach and its initial 
level of success, we believe its justification for future funding depends in substantial 
measure upon the extent to which the concept is not only sustained in existing and 
planned IPC field projects, but can be extended to other areas of policy change. 

Recommendation. It is recornended that the IPC Drorram be ~iven the n e c e u  . . cv w ~ o r t  to e x e p  ons to other countries ~n wh 
icv c h w s  are contemplated. Of special simificance are Eastern E u r w  

ch are addESed %Iuw v at the end of this rewn. 

Monitoring. Effective implementation of any project or program requires effective 
monitoring, an element of SM in which the Team found performance to be uneven. 
In one Mission which has experienced a very successful first phase of an IPC field 
project, we nonetheless found minimal evidence of provision for future project 
monitoring. It is noted that one of the SM frameworks often cited for guidance 
suggests only the "design" of a process for monitoring as the last step in SM. 
Certainly the act of monitoring is implied, not just the design, and some IPC 
monitoring is well underway, but its importance has not been stressed. 

Recommendation. - m e  stms to r e e m ~ w e  to tho= - - 
for IPC field v n  in the m ~ o n s  the necessirv..fat . . . . . . 



Donor Reinforcement. A.1.D. is no longer the dominant donor in an increasing 
number of countries around the world. As this trend unfolds, there will be a decline 
in the ability of A.I.D. to have a lasting impact on the internal processes designed to 
improve the capacity of such countries for economic and political reform. Reinforcing 
actions by other donors can help offset this loss of positive United States influence. 

Some years ago A.I.D. sponsored a series of workshops on project management that 
involved The World Bank, OAS, UNDP, IDB, and IMP. They were arranged and 
conducted by'the American Consortium for International Public Administration 
(ACIPA), of which A.I.D. has been a sponsor. In the late 1980's the LAC Bureau 
established an ongoing exchange with these donors, plus several other government 
agencies, in the field of financial managehent. As a consequence, A.I.D. has had 
some favorable experience with donor cooperation on management approaches. It 
should also be noted that the DAC Expert Group on Evaluation has been reviewing 
programs promoting participatory development and good government. Some materials 
relevant to IPC may emerge from this effort. 

Recommendation. It is r e c o m m e n d e d t h a t  develop an . . IPC 1s 1- to f o s t w  
f the use of IPC techniaues_of-ment,&on. -offorts tp 
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Need for Cadre. To the extent utilization of the IPC approach is broadened in the 
future, the need for people qualified in SM techniques will grow. Development of 
this expertise within the host countries is especially critical for sustainability. The 
Project design recognized this future need and contemplated the development of a 
cadre that can help provide these professional resources. IPC has generally been 
successful in ensuring that at least one host country consultant is on each P C  field 
team, which is a good beginning. 

IPC contractors have developed a small cadre of excellent individuals that has served 
the initial field projects extremely well. However, the Team did not find evidence that 
either the Regional Bureaus or the Missions have yet made much progress in 
developing concrete plans for training additional specialist cadre. This may be 
because the uncertainty of future A.I.D. budgets has not been conducive to efforts that 
look to future steps. In addition to further cadre development, the Team believes 
greater attention should be given to training both A.I.D. staff and host country 
officials in the management of policy change generally, regardless of the ultimate fate 
of IPC as a formal program and regardless of the extent of budget cutting. Effective 



implementation of policies is la a luxury to be pursued only when ample funds are 
available. 

Recommendation._Renewed efforts need to be p j w  MSI over & 
two enough to s u D D o r t .  of 

. . 
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Government Institutional Change. Several interviewees believed that building new 
host country organizational or procedural arrangements into the field projects to better 
ensure sustainability of IPC-supported policy implementation reforms will tend to be 
artificial add-ons and not likely to be effective in sustaining policy changes in the long 
run. The Evaluation Team does not agree, although admittedly there is a danger of 
this happening in the absence of good management. The Team believes that new 
organizations should not be encouraged where there are existing ones that appear to 
have the capacity to change sufficiently. 

Diculty of Institutional Change Underestimated. Although fully recognized by 
R&D/EID, the general donor environment has difficulty appreciating the time and 
effort it takes for institutional changes within the host country that are generally 
required for major policy change. IPC is struggling to overcome this handicap, 

Once a water system is reengineered or replaced, for example, the hardware will 
sustain the new design, but in the case of revitalizing organizations, considerable 
and care must be taken to reorient both the thinking and the practices of people. 
Conventional wisdom tells us that relying primarily on directives to bring about such 
changes does not result in anything that lasts. 11 takes time to build credibility and earn 
the trust of host country personnel. It takes time and facilitating skills to help the 
client think through the best way to accomplish desired changes. And once the initial 
institutional changes needed to implement a new polley have been accomplished, 
further time nurturing the new ways of doing business is required for them to become 
institutionalized. This does not occur in six months. 

Institutional strengthening efforts are also more comDlex than hardware projects, and 
the results are more difficult to measure. As a result, without help in building host 
country institutional capability, it is unrealistic to expect host countries with little 
experience in using SM approaches to continue with IPC concepts very long after 
A.I.D. funding is no longer available to field the special teams of highly trained 
experts utilized in the pilot projects. Yet not much has yet been done in the field 
projects reviewed by the Evaluation Team, in part because of the paucity of 
institutions on which to build and in part because of the cost of establishing new ones 
or strengthening existing ones. The IPC budget is not adequately funded to do what is 
needed for institutionalization, in respect to both the host country organizations that 



are tasked wSth canying out policy reforms and the indigenous resource institutions 
from which they might turn for expertise. The latter are addressed in the following 
section. Of course, the consequences of this issue extend well beyond IPC. 

B. RESOURCE INSTITUTIONAL STRENGTHENING 

1. Overview 

The Project Paper envisaged a variety of activities concerned with strengthening the capacity 
of management resource institutions, mainly institutes and universities, in developing 
countries. Tha,principal one was a small program of grants which were anticipated to be 
funded by R&D/EID, Missions and Regional Bureaus. These capacity-building grants, which 
might be made directly to LDC-based institutions, or to a U.S. institution collaborating with 
an LDC counterpart, were envisaged as supporting research focussed on cfitical policy 
implementation issues in the host country or region, It was also anticipated that these 
institutions would assist iri technical cooperation efforts and provide training financed by IPC. 

This component of the Project has suffered from the lack of funding available for the research 
grants program as well as from administrative difficulties cited by the contractor in 
subcontracting technical assistance activities to host country institutions. In one or two cases, 
host country specialists based in resource institutions have been employed as individual 
consultants on IPC teams. Nonetheless, the absence of significant progress to date on this 
component has not been a major impediment to achieving IPC's objectives. 



C. RESEARCH 

' .  1. Overview 

The IPC Roject Paper states that the research conducted under this Project is to ."demonstrate 
that adoption of the framework and learning process for strategic 'management significantly 
improves policy implementation effectiveness in different subject areas and geographic and 
cultural contexts." In addition, the paper differentiates four kinds of applied research to be 
conducted: action, comparative, applied, and adaptive. Specific kinds of research products 
are also anticipated in the Project Paper. These include: case studies on each long-term 
technical cooperation engagement; a comparative study which is based on the country case 
studies; five theme papers or monographs, annotated bibliographies, and other applied 
research to support technical cooperation activities. 

Several built- in constraints must be acknowledged regarding the implementation sf the 
research agenda of this project. First, it is inevitable that, to some extent, the research and 
the ability to capture lessons from field experience is shaped by the nature of the particular 
buy-in activity of the Project. Secondly, there are inevitable pressures to let research 
activities slide somewhat when buy-in timetable pressures require key Project staff doing 
research to become part of a technical cooperation assignment. A third consideration is that 
some of the buy-in activity in the early stages of a projcc~ of this son (no matter how 
carefully controlled) may ultimately provide little or no input for the research agenda. 
Sometimes this does not become apparent until the buy-m 1s alrcady underway. In other 
cases, where a follow on activity has been anticipated wh~ch might enable some useful 
research to be carried out, the activity may, for unforeseen =sons, not continue (e.g. Haiti). 
Finally, it has to be acknowledged that effective consultants arc not always effective 
researchers. In fact, finding both sets of skills in the ume individual is not common. The 
IPC Project has a number of people on its team who can do both well, but given the 
pressures of the buy-in activities, it is difficult to quickly cross over from consultant to 
researcher mode at any given time. Despite these constraints, however, the contractor has 
made considerable progress on its research agenda and has produced a number of useful 
research publications to date. Specific findings with the regard to the research component of 
the Project are noted below. 

v- a m e  &J imdementation strat- To date, considerable 
progress has been made by the contractor team in developing a research plan of action. Work 
in this area is reflected in a series of internal memos and meetings which have been held in 



the first few years of the Project to develop consensus within the contractor consortium on the 
specific research agenda, the nature of the research products to be produced, strategies for 
carrying out the agenda, topics of various research publications, and assignments and time 
tables for completing the agenda. Of particular importance to the larger research objective of 
the Project has been the development of a data collection protocol which is intended to guide 
information 'collection, learning, and project monitoring for activities carried out at each 
technical cooperation site. Country files have also been set up to store this protocol 
information and other notes and ideas which offer research potential. Originally, this 
information had been expected to feed into annual field reports on long-term technical 
cooperation sites, and provide input to the comparative research studies and research theme 
papers. The idea of preparing annual country reports has since been dropped to allow more 
time for the other research writing. 

The Evaluation Team's view is that, to date, the IPC contractor team has done an excellent 
overall job in developing its research strategy and in initiating the steps required to move the 
agenda forward. However, this is a very ambitious agenda and it is evident that continuing 
pressures on key research staff to join buy-in activities is causing some slippage. In this 
connection, we note that in the first two years of the Project only 50% of the money 
budgeted for research was actually spent on this activity. 

In reviewing the Project Paper budget plan, it can be noted that a fairly steady allocation of 
funds was projected on an annual basis throughout the first five years of the Project. In 
retrospect, it might have been more appropriate to plan the budget to provide an increasing 
amount of money in the latter years (from the third year onward) since this is the period 
when the field experience would begin to provide the anticipated basis for preparing the 
country case study material and comparative analysis across countries. Although this phasing 
was actually recognized during implementation and is reflected in MSI's work plans, even 
these plms overestimated research expenditures in the first two years. 

Recomnaendation. The. Prpiect Off- 
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~ r o d m  to date, As of the end, of the third year of IPC, thirteen 
publications have been completed and distributed. One of' them (IPC Working Paper No. 1) 
has also been published in an international journal. A number of other publications are also 
in process or in draft form. A complete list of publicatio~ns is shown in Appendix F. As can 



be seen, the categories of products produced have gone beyond those listed in the Project 
Paper to include a number of working papers, technical notes and research notes. These 
additional publications have been prepared by the contractor to: 

o Provide useful tool-oriented material for the cadre development process; 

Be distributed and used in training and workshop sessions overseas; 

o Help 'kmmunicate and clarify some of the key concepts in reconnaissance and 
marketing of the Project; and 

Be used to demonstrate visible progress in this component of the Project. 

In reviewing the documents published and distributed to date, the Evaluation Team has been 
impressed by the quality, content, and readability of the' pub1ica;ions. IPC consultants have 
referred to the technical and .research. notes in prearing for IPC interventions and have in 
most instances indicated that they,found these to be helpful references in planning their 
consultations. In an E-Mail questionnaire sent to USAID Missions, seven of eleven 
respondents indicated having seen the IPC publications, and their individual comments on the 
usefulness of the publications were very positive. However, almost none of the A.I.D. 
personnel interviewed by the evaluation team, either in Washington and in Missions, said that 
they had readl or scanned any of these publications. 

It should be noted that two of the publications were prepared for the Africa Bureau through a 
buy-in, and concerned implementing natural resources management policy in Africa. 

In sum, those who have had the opportunity to read them indicate a very favorable view of 
the quality and readability of the various publications produced to date. 
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research- - - The current strategy for the next phase of the Project gives 
primary attention to the preparation of theme papers, and four of the five theme papers have 
been assigned to lead individuals. A critical challenge facing the Project, however, is to be 
able to carry out this agenda within the time, financial, and human resource consttaints which 
confront the Project. 

As noted in the contractor work plan for FY 93, resources have been indicated as a very 
likely constraint in carrying out the full research agenda. This will be a particular problem 
for some of the theme papers which involve personnel who are not normally responsible for 
research activities in the Project. Hence, more funds would have be allocated to ensure that 
they have sufficient time to meet their deadlines. It may also be the case that the contractor 
has underestimated the amount of time and financial resources it would wish to allocate to 
this activity. 

Recommendation, If Pr~ect  is able to s u r e  the n e c e m  re so^^ to c o m  
. . 
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One of the important areas which appears not to have been addressed yet is the 
distribution and dissemination of research publications to LDC management training 
institutions. This target group could greatly benefit from systematic sharing of research 
information. (See the Dissemination Section.) 
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D. NETWORKING 

1. Overview 

As envisaged in the Project Paper, regional networks were to be constituted to promote the 
exchange of information and experience and build collaborative relationships among 1 

responsible policy managers and professional resource people. One means to this end was to 
be annual workshops and conferences .to share experience among participants from a single 
region. In addition, IPC was expected to use existing networks of development management 
specialists, such as the Development Management Network, supported under the predecessor 
project, the annual meetings of IASI A, etc.' Locally sponsored regional newsletters were also 
envisioned to disseminate policy implementation experience. 

In practice, IPC has engaged in a wide variety of networking activities. These have included 
workshops and conferences such as the following: 

0 Participation of IPC staff in the IIASIAAPAM workshop on "Capacity Building 
for Policy Change," held in Tanzania in June 1991. This involvement led to 
involvement in other IIAS meetings, as noted below. 

Co-sporlsorship of a workshop on structural adjustment in the public sector of 
West Africa at the AAPAMIIIAS conference in Dakar, November 1991. This 
conference generated contacts later involved in the West African Private Sector 
Network (see below). 

* Sponsorship of a regional workshop on the strategic management of trade and 
export development in Ghana, with the particip~tion of private and public 
sector leaders, in September 1992. 

Participation of P C  staff in the IIAS July 1992 conference in Vienna, a 
planning workshop in 1992 in Caracas, and the IIAS World Conference in 
Toluca, Mexico, in 1993. 

Participation in the annual workshop of the Development Management Network 
held in 1990, 1991, 1992, and 1993 in conjunction with the ASPA Annnnal 
Convention. 

Despite PC's significant involvement, itis difficult to ascertain the full extent and results of 
its networking activities. For example, several mentions are made in IPC documents of in- 
country network development intentions, but little documentation exists concerning the 
tpcifics of these effarts, either plans or accomplishments Although it was mentioned in 



both the FY 91 workplan and the progress reporting section of the FY 92 workplan, a 
proposed networking plan apparently was never completed by the contractor. 

J Expenditures of core AFR funding on networking during FY 1991 and 1992 lagged 
significantly behind budgets in MSI's annual workplans. A number of planned activities in 
Africa could not come to fruition, including a regional seminar of implementors and resource 
specialists, to a considerable extent because of the ban on travel prevailing during early 1991 
due to the Gulf War. 

t 

I A major and apparently successful networking activity, the West African Enterprise Network, 
has been funded by im AFRIONI OYB transfer to the IPC Project. This initiative grew out 
of activities sponsored by USAID, the Club du Sahel, CILSS, and others. IPC was requested 
to provide technical assistance to help create and support a private sector network in West 
Africa which would enable and influence the formulation and implementation of policy that 
promotes the contributing role of the private sector in development. Two Evaluation Team 
members attended a debriefing by MSI's Debbie Orsini in September 1993 on this effort, at 
which impressive results were reported (see Appendix J). Local business owners in the 
region are committing personal and business funds to attend networking meetings and plan 
further activities. 

Recommendation: f l h e o c n t r a c t o r  w- of of n e t w m  
Dtan-s of i m D l e m e a t a t i o n o f  of the WcmwiW . . 

e the two vm of Phase I of PC. . 
E. DISSEMINATION 

1. Ovewiew 

Dissemination in the Project Paper was linked with Networking, but in the work plans of the 
contractor has been broken out as a separate activity. 

The Project Paper did not require much dissemination of IPC information during the first two 
years of the program and it has been quite limited thus far, particularly in the field. It should 
be noted that the need to now increase dissemination is recognized by both MSI and 
R&D/EID Washington. 

Several groups of excellent documents have been prepared for distribution by the IPC 
contractors. In addition to the P C  Brochure to acquaint people with the program, documents 
included P C  Working Papers, IPC Technical Notes and IPC Research Notes (discussed in 
the Research portion of this report). An IPC Fact Sheet also has been prepared to 
complement the Brochure. 



7 MSI has taken advantage of several large professional organization 
conferences, including the provision of strong leadership at two national conferences of the 
American Society of Public Administration, to acquaint people outside A.I.D. who are 
involved in development administration with IPC activities and elicit comment from 

I 

development professionals. This effort, while limited, has been very g W .  
I 

Dissemination within A.I.D. and among contractor personnel, also has been quite limited. 
Until qxently, there was a view that there was not yet much to disseminate in the initial 
sages of DC. In a' mse this has been true, but the contractors have produced material 

I during the first three years that warranted more dissemination than occurred, This material 
could have included some early research materials developed by the contractors as well as 
more information within A.I.D. channels concerning IPC and how it might be utilized in 
policy change projects in other countries now in the planning stage. 

In any event, the IPC field projects have now progressed to the point that more dissemination 
within A.I.D. is needed. Some of the host country personnel involved in designing and 
executing similar projects told the Team that information related to other IPC field projects 
being developed would have been useful. If plans for dissemination are deferred until there 
are completed field projects to report, opportunities for exchange of experiences in the early 
stages of the field projects are lost. 

Recommendation. -n of i n f o d o n  and exchange of PrqieEt . . . 
of field Droigt de . . velo~ment. e w  for 

or 118 IPC e m e n c e ,  

The Evaluation Team agrees that only limited formal dissemination 
was feasible at the initial stages of the Project, but we believe greater thought could have 
been given to sharing of plans and activities with others in A.I.D. on an informal basis 
throughout the project life cycle, especially at the Mission level. When dissemination of 

I 
information is envisaged as something that is largely confined to formal publications, many 
opportunities are lost. 

Recommendation. m w s  should bc -on of . . 
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n F- The Evaluation Team is particularly concerned about the importance of 



dissemination at the Mission level. In a small Mission, such as in Guinea Bissau, this has not 
been an issue. However, in some other instances it would appear that information was not 
disseminated beyond the USAID field project director. 

Recommendation. Greater be &gf~ bv IPC to 
the 
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The Evaluation Team recognizes that there was almost nothing appropriate 
for dissemination among other donors at the initial phases of IPC, but we believe greater 
,thought could have been given to the sharing of even a e  early plans and activities with other 
donors at the Mission level as field projects got underway. There were some instances found 
where some outreach took place at the outset, but rarely did it continue. 

An exception was the early discussions with UNDP in Jamaica which resulted in UMlP 
providing funding and policy support for the Mission's fiscal policy project. The UNDP is 
deeply concerned with public management issues and in several countries, such as China, has 
provided effective support for modernizing implementation techniques. The World Bank also 
is beginning to give greater attention to this area. 

Recommendation. Increased.efforts1d be gjven to earl- . . o t h m r s  with the hpDe of 
rt for IPC c-ed earher in w. 0 .  
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One important means of dissemination within A.I.D. and to the development community is 
CDIE's Development Information Service. A print-out of IPC holdings in DIS found that 
many, but not all, IPC reports and research products are held in their collection. 

Recommendation. The Pr&t O f f i j  and -tor should review C D E  
d e m e  which 
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F. PROJECT MANAGEMENT 

R&D/EID has provided excellent management and technical support to IPC. It has skillfully 
combined a service-to-the-field attitude with a leadership role which has remained insistent on 
the basic IPC concepts but.very flexible in permitting a variety of approaches to their 
application, recognizing t h .  need for tailoring to the individual circumstances of each country. 

IPC has had to struggle against a great deal of indifference within A.I.D., with the exception 
of the Africa Bureau and R&D/EID. For this reason it is especially noteworthy that IPC has 
generated strong field support, as evidenced by respondents and the high level of buy-in 
'activities. 

R&D/EID R&D/ELD has met the PP plan of providing two staff, one direct hire 
and one RSSA, for P C  management and technical support activities. Although neither 
actually works full-time on IPC, they have done an exceptional job in carrying out ,the 
difficult task of managing this R&D project, Jeanne North, the direct-hire project manager, 
currently is employed 80% time, wholly devoted to IPC. The RSSA specialist, Pat Isman, in 
addition to her primary P C  assignment, is occasionally loaned to other Bureaus to facilitate 
meetings and workshops. The Team believes the current level of professional management 
and technical support, about 1.7 FI'E, is justified during the initial phase of a project as 
complex and innovative as PC. The Team noted that these two professional staff appear 
overburdened with administrative support tasks that could be assigned to a part-time 
administrative assistant. 

1 The IPC concept is looked upon favorably by those who know it, but it has no constituency 
for funding support such as exists for agriculture, health. education, etc. Therefore, its 
location in the new Global Programs Bureau where its future can be ensured is a matter of 
concern to the IPC supporters in the Missions. 

Recommendation. As with other A.I.D. a c m  the IPC ur- have a 
on to D 

. . rovide -cc an- mon- . . should be done ~ri-ons,) This hr>me s h o u  
_ referably In the ua that has res- . . .  reau. D . . and governance functions. Thbs lmlon ~n recMunendgd 

because It ~ 1 1  be concerned 
. . with the eovernment's role and i t s  r e l a t i o m  with 

ons in vinuallv evep gglicvjvea of concern to u. 

A A.I.D. has complex administrative systems, many deriving 
from government-wide policies and procedures designed for domestic agencies that function 
in a very different environment. Their implementation in a far flung agency responding to 
diverse and changing country environments as well as a variety of Washington policy 
directions, frequently constrain administrative operations of A.I.D. projects. 



This administrative red tape places a special burden on new and innovative pragrams, such as 
IPC, which have not yet developed routinized processes. 

The fact that R&D Washington absorbed many of the procedural problems in the early 
operation of IPC should not obscure the fact that there,are some administrative matters that 
merit attention. The most common difficulty the team encounted was delays in processing 
personnel, both U.S. and foreign nationals, for the field projects, It appears to us that there is 
no single bottleneck in the process, bct rather the common A.I.D. difficulty of handling ' 
administrative actions that are new and ,not yet in the mainstream of program activities. 

There is uncertainty, for example, with respect to how to handle salaries for highly qualified 
foreign national consultants. On the one hand, A.I.D. is often pressured to pay peak levels 
that may have been paid a consultant on other assignments for the IMF or multinational 
corporations. This is unrealistic. On the other hand, the combination of technical and 
interpersonal skills often required of IPC personnel, who will be assisting ministers to 
sponsor and lead unpopular policy changes, requires salaries that are substantial. IPC suffers 
from a long standing problem in that Country Compensation Plans are based on the 
assignments of host country nationals employed by the State Department which do not require 
the level of expertise or judgment found in many A.I.D. positions. In recent years, however, 
A.I.D. has negotiated several changes based on specific A.I.D. requirements for positions 
requiring highly qualified host country nationals. 

Exactly what the guidelines are, how to make the most effective legitimate case, and when 
waivers are justified, are questions for which the answers are not clear to a number of people 
involved in IPC implementation. There are complaints that papers take too long to move from 
one desk to another, suggesting that workloads are too heavy, processes too cumbersome, 
productivity not high, or a combination of these factors. 

Recommendation. should review their reauirements with the Office of 
I to d e t m e  whewr there 1s ~tlfication for -ate D e w  . .  . 

t the @s of m-level amcations reuyi red bv the I PC Proiect (& DO- 
~n Countrv Co-lon Plans. 

There an also complaints that, from a process standpoint, each buy-in seems to have to start 
from scratch rather than there being a simpler task order approach. For the first few field 
projects this has probably been unavoidable, particularly because of the desirability of 
preserving flexibility during the pilot phase, but future buy-in activities should be able to 
better systematize the process. 

Quite disturbing is the fact that in at least one Mission people involved in IPC do not believe 
that the Mission Executive Officer and his staff can be helpful in these matters. Whereas 
such offices should be looked to for help in expediting administrative processes and giving 
guidance on how to prepare documents that can elicit quick decisions, they are looked upon 
as prisoners of a web of procedures that smothers creativity and innovation. Therefore, in 



the minds of several people with whom we talked, these offices are to be avoided to the 
extent possible. One result is that economists and other program specialists are stealing time 
from their principal assignment to struggle with administrative details with which they are not 
familiar. Frustrating delays are inevitable. 

Recommendation: r e c o m m e n d e d t h a t r o v i d e  B.I.D. s 1- 1 . .  

, . 
to ~ of s m  . . 

Bple- The Project Paper worked out in considerable detail the respective 
responsibilities of R&D/ED, the Regional Bureaus, and the Missions managing P C  
activities, reflecting considerable sensitivity to the inter: ~,ts, capabilities, and responsibilities 
of each. In implementing IPC, the R&D/EID Project Manager has worked hard to adhere to 
the planned distribution of management roles. Serving ;I, the Flanager of an R&D project 
such as IPC is an extremely difficult task that requirer :mr urtxp:;rsonal skill, technical 
expertise in the substantive area of the project, t k  a 5  ! ', L ?mJv the complex contextual 
circumstances of countries where field activities u c  'c-c? - 1 1 , -  .*?ken, mastery of A.I.D. 
operational processes, and experience in overseeing r . .Y: .=!J~ ri~rmance. 

The most critical aspect of the R&D project manager role ::A ::: .;p, of IPC Seems to be the 
joint management of buy-in technical assisface activit: --r . .rter'-" :ht agenda of technical staff 
in a Mission or A.I.D./W office that is funding a buy-;., 3 ::a ..at .natched to PC's agenda, 
based on the Project Paper and embodied in the C O F ~ ( . : ~ C  :''? 2: ,I; 3f work. The Project 
Manager must approve the qualifications of the pxsonnel ~ ~ u g n e d  by the contractor, ensure 
that the work proposed for the buy-in is consisteilt with the cona,actor's scope of work and 
relevant to the larger IPC research agenda and. in cooperation with staff of the Mission, 
oversee field work closely enough to ensure that it meets the expectations of the Mission and 
does not drift into activities which would not be appropriate for IPC, in response to 
immediate field needs. At the same time, she has to attend tr, a myriad of operationid details 
simply to ensure that implementation of the buy-in activities do not become mired in red-tape 
either at the Mission or in Washington. 

It was to be expected that respondents to the Evaluation Team's inquiries would reflect a 
wide range of views of how well IPC has been managed from Washington. However, the 
great majority of respondents, regardless of their location within the A.I.D. system, thought 
that P C  has been very well managed. 

Most Missions have not encountered directly as many administrative constraints in planning 
and implementing the P C  field projects as the Evaluation Team had anticipated. A major 
reason for this is that IPC was designed as a collaborative effort with R&D/EID handling a 
cumber of project management roles, such as writing or rewriting PIOITs and running 



interference for the field with various A.I.D./W offices. This arrangement has dfawn 
R&D/EID into administrative details typically handled in the field, but which have been 
managed with great skill by IPC's managers. This headquarters support has contributed 
significantly to the early successes of the program. 

Some in the Missions thought RkDIEID was too heavily involved in the technical supervision 
of the program, but most felt deeply indebted for the help, This overall positive attitude 
toward A.1.D.W management is in contrast to the far more common view that A.1.D.W 
involvement creates delays and makes life more complicated for the Missions. 

The Evaluation Team noted that virtually all buy-ins establish the IPC Project Officer as the 
technical monitor of the field activity, although also indicating a person or office in the 
Mission who is responsible for in-country buy-in management. The Team believes that there 
has been full justification for Washington having been heavily involved in field projects 
during the initial pilot stage of IPC. Otherwise, it is very unlikely that the project could have 
moved forward. Further, the Team believes that this pattern will continue to be needed as 
IPC is extended to other countries and regions, although some prmess simplification can be 
expected as a result of early experience. We believe that in the future, arrangements can be 
modified as they become part of established approaches to policy change management in 
Missions which have been successful in applying IPC approaches. 

As the administrative processes become better established and more routine, and as PC's 
concepts and techniques become more widely accepted, there should be a reduced need for 
Washington involvement in the administration of IPC field projects in Missions with on-going 
successful IPC projects. Further, it is most unlikely under A.I.D. budget constraints that 
R&D/EID could add the staff that would be required if IPC were extended to other countries 
with the same level of Washington staff involvement as in past field projects. 

hat. as the U Recommendation. recommended t 'C t w w m  i s  extended 
tlv more of field prQiertrrmn;temenr 0 s hould be 

C_o_ntract .Manaeement. P C  is implemented almost entirely, with the exception of RSSA 
costs, through the contract with MSI, which in turn executed subcontracts with IDMC, Abt, 
and DAI. The core contract, funded by R&D and with other funds transferred from the 
Affica Bureau, supports agreed upon technical cooperation, research, dissemination, 
networking, and management activities. A requirements contract, with Delivery Orders, is 
the instrument for implementing buy-in activities. IDMC was initially delegated primary 
responsibility for research. With the demise of IDMC, MSI recently assumed direct 
responsibility for research, although in close coordination with the former IDMC research 
director, now based at Abt. In addition to this role, MSI provides substantive expertise in 



strategic management. Abt's role relates primarily to economic policy, and DAI has also 
focussed on providing economic policy expertise. 

The contractor team agreed upon a budget for core contract activities at the time of 
submitting its proposal and a tentative allocation of buy-in activities among the team, with 
Abt and DAI each allocated approximately 15% of all buy-in activities. In practice, because 
of the nature of the buy-ins, over 25% of buy-in funding has gone to Abt with only about 9% 

: 1 to.DN;f LRss than 4% of buy-in funding has gone to IDMC and to other subcontractors, 
including the Harvard Institute for International Development, hunder and Associates (one 
of the original proposal partners), and the International Management Development Institute at 
the University of Pittsburgh (also an proposal partner). There has been one subcontract with 
an LDC-based organization, the Merchant Bank of Central Africa, for work in Zimbabwe. 

MSI manages the contract team through periodic meetings of contractor representatives. 
Subcontractors and MSI felt that this mechanism kept. them informed about IPC activities and 
provided an opportunity to contribute substantively to the Project.MSI1s three partners in P C  
are generally satisfied with their respective roles, although DAI expressed some 
disappointment with not having been called upon more frequently until recently. 

Due to the multiple sources of funding, financial management of 
IPC is rather complex, imposing unusual burdens on the contractors and project managers for 
record-keeping . 
A comparison of IPC planned and actual expenditures through September 30, 1993, are 
summarized in Appendix G of this report. IPC's ratio of buy-ins to core funding (8:l) is 
considered by R&D/EID staff to be unusually high, reportedly surpassed only by buy-ins in 
the long-established health and population fields which have had strong Agency and 
congressional support. All buy-in funding has been implemented through MSI's requirements 
contract, as was intended in the PP. No additional mechanisms have been put in place. A 
financial mechanism anticipated but not well developed in the PP was that of grants outside 
the technical assistance contract to management development and educational institutions in 
the U.S. and LDC's for them to conduct low-cost research related to actual implementation 
efforts. However, due to R&D funding cutbacks, no grants of this type have been made. 

Some dissatisfaction exists with the financial reporting provided centrally to R&D/EID. No 
central report is available to provide Project management with information on obligations and 
expenditures from all sources, and considerable effort has been required by the RSSA Project 
manager to track these. 

lore with G B w c i a l  

ed bv u. M m .  . . 



It is im,portant in reviewing centrally-initiated 
projects not to overlook the management responsibilities required of Regional Bureaus and 
Missions. IPC has entailed significant management tasks for the Africa Bureau, which, due 
to its high level of core funding, has a major stake in making IPC relevant to Bureau needs, 
The R&D/EID P C  management team have assisted the Bureau with many of its 

. responsibilities, such as processing documentation for OYB transfers. However, AFR staff 
have become involved in coordinating regionwide activities, pareicipating in project committee 
meetings, reviewing annual contractor work plans, attending'debriefings, etc. AFR/ARTS 
appears to'be the office most directly impacted by IPC core activity. 

Missions also have also played a major role in managing PC activities. Missions work out 
plans for implementing IPC activities in country, including any formal agreements required 
with the host countrj. PIOIT scopes of work and budgets normally have originated with 
Mission staff, who have sometimes been drawn into lengthy dialogues with R&DIEID project 
managers to refine the scopes of work and ensure that they advance IPC's R&D agenda as 
well as accomplishing the Mission's technical assistance objective. Missions also have 
principal responsibility for monitoring in-country activities under their buy-ins, although this 
is shared with R&DIEID. Missions are also involved in processing any waivers of host 
country national consultant fee ceilings, frequently required to ensure senior host country 
consultants to work at top government levels. 

It is significant that several respondents, while citing the facilitative attitude of the Project 
managers, nonetheless would prefer to have Mission staff designated in Delivery Orders as 
the technical monitors. 

IPC has produced an extensive collection of reports, including trip repcirts, 
technical notes, research notes, bibliographies, and many ofhers. The Team had access to 
these and reviewed many of them in depth. Documentation is generally complete and clear, 
although the team found that the contractor does not regularly identify on all its formal 
reports the appropriate contract number, delivery order number and funding office for a 
particular activity. This sometimes ~nakes it difficult to dcurmine which products resulted 
from a particular buy-in. Most respondents stated that the repons they received were 
adequate and timely. 

Recommendation. All repons and other p r a c t s  should CWIY identifv the c o n m  
or core) Deliverv Order Number. i f  a ~ ~ l i w  fundu  

offict. 

Cost C- Resources were seldom regarded by the Missions as a serious constraint 
for existing activities, although the Team believes that the overall Project has needed more 
funding for institutional strengthening. Looking to the future, finding the resources to 
increase institutional strengthening, increase dissemination of IPC information, and extend 
the IPC processes to other countries that need the program is of considerable concern. With 
the future A.I.D. budget in such a difficult state, Missions seem uncertain as to how to plan 



for the future, 
. . 

Re~ommandation~ 

low p . . 
to IPC P ~ Q Q  

In addition to the foregoing recommendations with respect to specific aspects of PC, there 
are several broad recommendations concerning the future of the program. 

A. EXISTING PROGRAMS 

Continuation of Existing Projects. _Because the Evm-hashg~n favorablv 

the Pr~iect be c- as c-. ~rovi&&i& 
of the P- 

to -wed to a su- . . .  

B. LINKAGES TO A.I.D.'s NEW AGENDA. 

Peinv- eov- The strong effort of President Clinton and Vice-president Gore to 
improve the performance of government requires a far greater priority now be given to the 
best possible management of government programs. The effort to reduce the federal deficit 
and the accompanying cuts in agency personnel levels place a further premium on effective 
program management that uses the best techniques available, and A.I.D. Administrator 
Atwood has given vigorous support to the application of NPR concepts to A.I.D. 

Recommendation. I t  w i u m  
for who is -wNPR effm in _A.I.D.,as_ta 

u o n d  tho= 
tter intepration of admwtntive and ~r-  . . 

benefit from of IPC's 

1 Pdicv C b w  Several people interviewed in LAC are concerned that with the 



sharp reduction in ESF funding, and corresponding losses of the local currency generated by 
ESF, there will be little future A.I.D. policy change efforts of significance and, therefore, not 
many implementation activities that can benefit from IPC, 

Eastern Interviews with A.I.D. individuals confirmed the view drawn 
I from experience of Team members apart from the IPC Project that there has been a 

significant gap in much of the assistance provided by the largest donors to Eastern and 
Central Europe. Although the United States has given increasing attention, including 
substantial monetary incentives, to the former communist countries for the purpose of 
promoting economic and political reform, Team members have seen very little effort being 
Biven to ksponding to the critical needs of each of these countries to increase the capacity of 

I government ministries to implement thtse sweeping policy reforms. 

0 

There has been an assumption by most large donors in recent years that the need to downsize 
ministries and enterprises meant that the governmental role in transforming dictatorships into 
democracies with market economies was best served by simply getting governments out of the 
way and avoiding them as much as possible. Fortunately, this view has lost ground, and 
A.I.D. is moving forward with substantial assistance to better equip these governments to 
implement reforms. 

After all, it is the government that has to transform a totalitarian police system to one that 

I 
responds to the needs of a free people. It is the government that has to go well beyond 
simply adopting policies conducive to the development of private enterprise; it has to develop 
the capacity to implement them in a way which frees the initiative and creativity of businesses 
and yet protects people against health and safety hazards and economic exploitation. 
Governments have to develop new tax and legal systems and foster modernization of 
communication, transportation and banking systems. Economic growth requires a reasonable 
level of political stability that can be provided only by governments that can function. 

These and other ingredients so essential to success require a transformation of governments, 
and rapid implementation of policy changes, at all levels far exceeding in scope anything with 
which the United States has ever been involved. Officials in the former communist countries 
have been seeking help in governmental reform that will improve their capacity to implement 
the new policies, As a result, the Evaluation Team concludes that there is a significant role 
for a modified IPC in that part of the world. 

. . Recommendation. It is recommended thatA.I.D.Puicklv In its 
S a bmgram ~rovide t e c m c e  for the imDrementati_on . . nomic refom ~ 0 1 1 ~ s .  The bas c IPC c o n c w  are p r o v ~  



Techniques for application will have to be modified substantially, however, in view of the 
difference in cultural backgrounds and different economic circumstances from other A.I.D. 
recipients. A great sense of urgency also exists as people become impatient with the crime, 
unemployment and politid instability they often associate with the new democracies and their 
move toward a market economy. 

Recommendation. a . . 
to & & j v  to modificationst 

wed bv two or IPC 

A The extent to which IPC can be utilized in these countries will depend in part on the extent to 
which IPC cadre can be assembled and sufficient absorptive capacity exists in those countries. 
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Page Two 
Delivery Order #17 
Contract PDC-5932-I-00-0081-00 

1 

Mid-Term  valuation of the Implementing Policy Change Project 

1) Provide a basis for a decision on whether and, if so, how 
to continue with Phase I1 of the project; 

2) To understand how the project has affecte4 the use of 
' strategic management for policy implementation and how the 
project's value can be increased; 

, 3) Monitor the performance of the contractor; 

4) Plan for new and future Agency needs. 

BBCKGRQYND: This project was authorized on March 28, 1990, and 
its implementing contract was signed on September 30 of that 
year. $3,600,000 in central (RbD/EID) funds were authorized 
for the project, and a "buy-in" level of $15,500,000 by USAID 
Missions and other AID/W offices was projected. 

The project's purpose is to support LDC organizations in 
designing collaborative, broad-based management strategies for 
policy change and in effectively managing the process of 
implementation. 

The project was designed around long-term technical cooperation 
kith organi,zations in a few countries, ususally on *setsn of 
policy implementation problems, research to support end to 
learn from these in-depth experiences, and networks and 
exchange with implementors in other countries to broaden the 
base of experience and the influence of the project's methods. 

POLICY IMPLEMENTATION IS A KEY DEVELOPMENT ISSUE. Whereas in 
many cases, developing countries have recognized that 
development requires policy change and have adopted new 
policies indicated by economic analysis and sectoral research,. 
benefits from these decisions have not been realized because 
the management of policy implementation has not been 
accomplished. 
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Delivery Order #17 
Contract PDC-5832-1-00-0081-00 

POLICY IMPLEMENTATION IS OFTEN VERY DIFFICULT. Management of 
policy implementation is, in general, cornplet and difficult, 
often involving multiple organizations, requiring marshaling 
of political support, resolution of conflicting interests, 
reorientation of govornrnent functions and reciprocal 
public-private reletionships as well as managerial systems, 
skills and gsocedures which are affective for priority 
implementation tasks. 

STRATEGIC MANAGEMENT CONCEPTS AND APPROACHES, BORROWED AND 
ADAPTED FROM BUSINESS, APPLIED WITH INSIGHTS FROM QTHER 
DISCIPLINES, ARE USEFUL TO ADDRESS DIFFICULT POLICY 
IMPLEMENTATION which is much more complex in purpose, tasks and 
initiation and decision structure than business strategy. 

AN AID-FUNDED CONTRACT TEAM CAN BE EFFECTIVE IN ASSISTING HOST 
COUNTRY MANAGERS AND LEADERS TO USE STRATEGIC MANAGEMENT 
APPROACHES FOR POLICY CHANGE. Included are: 

That insight and skill for this purpose is available and 
can be developed sutfieiently for this purpose; that the 
required range of sectoral/technical and area competencies 
can be linked with facilitative skills. 

That the necessary consultant-client relationship can be 
established with LDC clients. 

That USAID Mission program and project planning and funding 
allows appropriate and sufficient opportunity for carrying 
out this assistance. 

WHEN HOST COUNTRY MANAGERS (in the public or private sector) 
EFFECTIVELY EMPLOY STRATEGIC MANAGEMENT APPROACHES FOR POLICY 
CHANGE, 1) THEY WILL POSITIVELY AFFECT THE MANAGEMENT OF 
GOVERNMENT, WHETHER OR NOT THEY ARE EFFECTIVE IN IMPLEMENTING 
THE POLICY AND 2) THEY AND THEIR ORGANIZATIONS HAVE GREATER 
CAPACITY FOR SUBSEQUENT DEVELOPMENT MANAGEMENT CHALLENGES. 

EVALUATION QUESTIONS: 

The evaluation team shall address the following questions: 

1. What evidence is there, in the project's experience and 
research to date, of the validity of the premises of the 
IPC project? (described above) 

2. 'Is the project properly designed to adhere to the project 
premises7 

3 .  Has the project been properly implemented to adhere to the 
project's premises? 



Page Four 
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Has the project been implemented for quality and 
effectiveness? # 

( ~ o t  example, what is the quality and effectiveness of the 
technical assistance and research work performed; of client 
sstisfaction?) 

Has the agency backed the program with sufficient fidelity 
and resources? 

I f  significant constraints to ,achieving the project's 
purposes have been identified, can they be dealt with, with 
or without project modification, to warrant continuation of 
the project or/and to realize expected and needed benefits 
from the project? 

(Issues which the team may consider may include funding, 
project management, means of establishing client 
relationship with -- sometimes multiple and changing -- LDC 
managers for sensitive tasks and establishing such 
relationships within USAID Mission programs and program 
vehicles). 

What are the options (at least three) for the future 
development of IPC project and related development 
management work? For example: 

Should the project initiate additional development 
management specialist resources needed by the Agency 
for quick-response to new governments or to new 
dimensions a f  sectotal programs? 

Should the current IPC project itself be significantly 
modified, and if so, how? 

In what ways can the project be managed by AID and by the 
contractor to increase the project's usefulness? 

In addition, the contractor shall ensure that the cross-cutting 
issues listed on "Attachment 1" are addressed in the evaluation 
report, whether or not it is necessary to do so in order to 
answer the above questions. 

METHODS: 

The evaluation team o'f three evaluation specialist and the IPC 
project officers and project contract staff shall work 
collaboratively .on the evaluation to the end that the 
evaluation serve to improve the management and effectiveness 
of the project, as well as the purposes stated above. The 
final evaluation conclusions, never-the-less, will be the 
product of the evaluation contractor team. The final draft 
will form the basis of a collaborative review. Thereafter, the 
team's final conclusions, while informed by these discussions, 
will be their own. 
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1. Initially, the evaluation team shall conduct an overview of 
project documents, including reports and research, and 
interview project personnel. They shall review literature 
which relates to the concepts of the project. They shall 
draw up a draft methods framework for conducting the 
balance of the evaluation and an implementation schedule. 

2. The contractor shall conduct a seminar for the review of 
concepts on which the project is based, featuring 
specialist8 who have done concentrated work in policy and 
administrative reform and change, and in strategic 
management for the private sector. The purpose of the 
seminar shall be to examine multiple informed perspectives 
on on these concepts and thereby to assist the evsluation 
team in its examination of these issues and their possible 
implications for the way the evaluation is conducted. 

For this seminar the contract shall provide the short-term 
services of three senior management specialist who have 
specialized in policy and administrative reform and 
strategic management for the public sector. 

To prepare for this seminar the contractor shall a) invite 
a pre-approved list of AID officials, b) organize the 
structure of the seminar with the presenters and with 
R&D/EID, c) provide a writtem agenda for participants which 
outlines the subjects to be addressed, and d) provide for 
taped and written records of the seminar. The seminar will 
be held in AID or State Department space. 

3. Following this meeting, a decision s h a l l  be made 
collaboratively between the contractor and the RbD/EID 
Project Officer on the (2 -4 )  field s i t e s  to be visited (for 
2-4 days each) ,  a list of people to be interviewed and a 
draft outline of the report. 

4. The Team shell survey opinions and data regarding IPC 
project experience and Agency need through: 

o interviews with AID/W officials 
o cables and E-Mail to USAID Mission officials 
o (where possible) telephone calls and fax 

correspondence with LDC clients 
o field visits in 3 countries where the IPC project has 

been active. Possible sites include: Uganda, Sahel, 
Guinea Bissau, Philippines, Jamaica 
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IMPLEMENTING POLICY CHANGE MID-TERM EVALUATION 

Framework for Conducting the Evaluation 

The objectives of this mid-term evaluation are to: 

1, Understand how the project has affected the use of strategic management for 
policy implementation and how the project's value can be increased; 

2, monitor the performance of the contractor; 

3. provide a basis for a decision on whether to continue with Phase I1 of the 
project; offer suggestions for any modifications which might further enhance 
the effectiveness and success of the project if it is to continue; or, alternatively, 
consider other development management initiatives which would help 
strengthen host country capacity to deal with the management of change. 

Two formal products will be produced as a result of the evaluation: a formal evaluation 
report which provides a set of findings and recommen&tions; a report of a seminar on 
"Managing for Results: implementing policy change by host country organizations". In 
addition, it is anticipated that the evaluation process will lead to increased understanding 
among key stakeholders of the major premises of the project and the issues involved in 
applying strategic management approaches in implementing policy change. 

11. Overall s- 

The evaluators will work in a collaborative and interactive mode with the AID Project 
Officers, the contractor team, and other key stakeholders in the project (in particular, those 
who have been clients/beneficiaries of the project) to gather their perspectives on the status of 
the project, accomplishments to date, and to identify issue areas which need attention in the 
remaining life of the project, and its possible continuation. At various points throughout the 
evaluation, the evaluators wiU provide interim feedback and cycle back to the AID Project 
Officers and Contractor team to review progress being made, share general patterns of 
findings, and seek further clarification on issues being raised in interviews with other key 
stakeholders. This process approach is intended to assure that the evaluators obtain as 
complete picture of the project as possible as seen from different perspectives, and will allow 
the evaluators to probe for additional clarification and insights in subsequent stakeholder 
interviews and questionnaire data collection. 

It is recognized that this project involves the application of various elements of strategic 
management approaches to a range of policy implementation issues. Hence, the framework 
and conduct of this evaluation will need to anticipate the possibility of considerable variation 



among project stakeholders in their interpretation of the role, application, and relevance of 
strategic management approaches to different policy arenas. 

The evaluation will be guided by the following general questions which derive from the 
evaluation terms of reference: 

1. To what extent has the project successfully camed out activities which are 
consistent with and validate the basic premises, assumptions, and objectives of 
the project paper (questions 1- 4, page 2 of the evaluation TOR)? ' 

2. What have been the principal constraints to achieving the project purpose? 

3. What has been the extent of AID support (including S&T core financing and 
regional bureau buy-ins) to meet the targets specified,in the project paper 
(question 5 of the evaluation TOR); 

4. What improvements might be made in the design and administration of the 
project, if it is to be continued (questions 5-8 of the evaluation TOR)? 

The methodology for collecting data for this evaluation will include: structured interviews 
with key stakeholders (consultants, AIDJW and Mission officials, host country beneficiaries, 
and other concerned professionals in organizations such as the World Bank and 
academiclresearch institutions), questionnaires (via E-Mail, fax, mail) sent to other relevant 
professionals and officials not interviewed, and a careful review by the evaluators of project 
documents and other relevant project publications. In addition, a seminar on "Managing for 
results: implementing policy change by host country organizations" will be held early in the 
evaluation which will examine the key premises of the IPC Project. 

The selection of those tc be interviewed and those to w i v e  questionnaires will derive 
initially from recommertdations coming from the AID Project Officers and the contractor 
team, and will be extendedJexpanded on the basis of mforrnauon collected from other key 
stakeholder during the initial set of interviews. Key documents to be reviewed will include: 
annual work plans, technical cooperation trip reports, research publications, and project 
financial documentation. 

Specific methodology issues pertaining to different phases, the six project components, and 
cross-cutting evaluation themes are discussed in sections A and B below. 

1 Phase In the initial phase of the evaluation, the evaluators will: 

a. Meet with the AID Project officers and contractor team to gain their overall 



perspective on the project, activities and accomplishments to date, problem areas, and their 
views on particular issues that should be addre'esd in the evaluation; 

b. obtain copies of all key documents (workplans, reports on technical 
cooperation activities, research reports) and other publications that have been produced 
through the project to date, and based on an {iiitial review of these documents determine 
which project activities should be given priority attention in the evaluation; 

c, plan for the seminar "Managing for results: implementing policy change by 
host country organizations. " 

I 2. Phasc_II Phase I1 will entail structured interviews with key stakeholders in the 
Washington D.C. area, field visits to 2-4 countries, and a careful review of key'project 
documents. 

a. m i e w g  Structured, in-depth interviews will be conducted 
with key stakeholders in the project, including key AIDIW officials familiar with the project 
and/or directly involved in one of the project's technical cooperation activities, officials in the 
World Bank familiar with the project, consultants who have assisted with technical 
cooperation activities, and other clientslbeneficiaries of project funding. Structured interview 
protocols will be prepared in advance to assure that consistent information is collected across 
interviews. To the extent possible, interviews conducted in Washington D.C. will involve at 
least two of the three evaluators. In some cases, group interviews may be held where more 
than one person in a particular office has been involved in a technical cooperation activity. 
For the field,visits, only one evaluator will go to each site, but the interview and data 
collection procedures will be standardized to maintain consistency in information collected. 

b. & l d  v i a  will be made to 2-4 countries where the IPC project has been 
active. In preparation for these visits, additional information will be collected from 
consultants who have been involved in the field work and from a thorough review of reports 
of these activities to date. During the field visits, interviews will be conducted with USAID 
hfission officials as well as local officials and key beneficiaries of IPC consultancy services. 
The decision on which countries to visit will be finalized once some of the key AIDIW 
interviews have been completed. The following considerations will help shape this decision: 

- Representativeness of the case in terms of the original intent of the IPC 
Project; - scopeldepth of the particular intervention; - regional representation; 
status of the particular intervention (just started, still in process, completed) - policy area of the intervention; - lessons the particular intervention can provide for the future of the IPC Project 
and its basic premises. 
practicality of the visit in terms of time and cost. 



c. QI&UU&S For countries not visited, the evaluators will collect 
information through questionnaires sent to USAID Mission and involved host country officials 
(via E-Mail, cables, fax) to get their perspective on activities of the project. 
Items to be included in the standard questionnaire will be based on the interview protocol. 

d. &view , . The evaluators will review all major 
research reports and studies which have been produced to date. In addition to the evaluators' 

ay assessments of these publications, data will be collected from individuals on the distribution 
list of these reports to get their perspectives on these publications. Of particular concern will 
be the quality of these materials in terms of their relevance, formatlstylelreadability, and 
utility for professionals and practitioners concerned with policy implementation. 

e, Seminar on "w for 
, . -'' A seminar will be held early in the evaluation which will address the 

basic premises of the project. Specific issues to be included in the seminar will include a 
review of issues and experience in implementing policy reform, experience with applying 
strategic management approaches for policy implementation in developing countries, and the 
broader implications of this experience for A D .  The seminar presentations and discussion 
will be recorded and transcribed. 

As noted earlier, at various points during Phase I1 of the evaluation, the evaluators will meet 
with the contractor team and the AID Project Officers to review progress being made, obtain 
additional informationlclarification and their perspectives on issues being raised in key 
interviews and project documents. This iterative process will help to identify additional 
information which may need to be collected from remaining stakeholder interviews so that 
findings and recommendations accurately reflect and incorporate the views of the key 
stakeholders. 

3. Phase The final phase of the evaluation will involve: 

a. Submission of a report of the one day seminar on implementing policy 
change. 

b. Preparation and submission of a first draft of the evaluation report to 
the AID project officers and contractor team for their review zvld comment. This draft will 
be reviewed at a meeting of key stakeholders and the evaluators in early December 1993. 
Based on the results of that meeting, refinements and modifications will be incorporated to 
assure that the rcport is complete and presents an accurate record of the project's work to 
date. 

c. Submission of a final report which incorporates any additional 
information and feedback from the draft. 

B. SDeciftc and d to be p d e d  in _each_ of the core activity a r a  



The evaluation will focus on the six components of the project which have been used in the 
annual workplans as the framework for differentiating activities in the project and will relate 
them to the activities identified in the project paper. 

An initial set of questions to be asked concerning each of the six component activity areas is 
indicated below, These questions are based on preliminary meetings with the AID Project 
Officers and the contractor team, and on an initial review of key project documents. It 
should be noted, however, that as the evaluation moves into Phase 11, additional questions and 
issues will undoubtedly surface which cannot be fully anticipated at this stage. 

1. Technical Technical cooperation (TC) activities (including 
reconnaissance) in Africa, Latin America and the Caribbean, and Asia, and technical 
assistance support activities (TPM's debriefings, support materials, and cadre development) 
constitute a major focus for the evaluation. 

The overarching evaluation questions to be asked of key 
stakeholders (in particular clients/beneficiaries) in this area are: 

- To what extent do the technical cooperation activities carried out to date 
validate the basic premise that strategic mnagement concepts and 
approaches (borrowed and adapted from business) can be effectively 
applied to implement development policy; 

- how effective/successful have individual interventions been in 
facilitatinglexpediting the implementation of development policy? 

More specific questions to be raised regarding particular interventions will include the 
following: 

How did the particular activity start (who initiated it, how, why); 
what aspects and specific elements of the suategic management 
approach were appliedlused in the ~nurvention; 
which aspectslelements of the stnteg~c management approach and 
techniques were found to be the most effective in completing the 
assignment; 
what constraints existed in successfully carrying out a specific 
intervention; 
what was the outcome of the intervention in terms of: concrete 
products/outputs; satisfaction of the clients/beneficiaries; 
effects/outcames; 
to what extent have the beneficiaries continued to apply strategic 
management approaches in other policy or management areas; 

' 

to what extent have gender issues been taken into account in designing 
and carrying out this intervention; 
what was the perceived effectiveness of the consultants in terms of the 
substantive and process contribution to the activity; 



, what has becn the effectiveness of TC support activities (TPM's 
debrleflngs, support materials, cadre development) in preparing 
consultants and beneficiaries to become involved in IPC supported 
activities; - to what extent have others been trained to cany out TC support 
activities (TPM's, cadre development); - if particular activities of this sort were to be wried out in the future, 
what lessons have been leanred from this experience that might increase 
the effectiveness of future interventions; - what is the likelihood that the intervention will sustain itself in terms of 
the application of strategic management approaches to the policy area 
being implemented after the IPC project intervention i r s  completed? 

The process for collecting information in this area will involve a review of consultaricy 
reports, E-Mail questionnaires b clients1beneficiPries and consultank involved in the 
interventions, and in-depth interviews of key stakeholders involved in the major TC 
interventions. 

2. Research Research activities and products indicated in the annual workplans and 
project paper involve the following: Bibliography Series, Research Notes Series, Working 
Paper Series, JAI Press publication, African Natural Resources Policy Implementation 
Literature Review, Theme Papers, Data Protocol for assessment of host country use of S-M 
approaches, Analysis of field interventions, and research back-up to field activities. All of 
the research products produced to date will be reviewed by at least two of the three evaluators 
in relation to the target number of outputs which had been specified in the project paper and 
the annual workplans, and for their quality and usefulness. As part of this process, the 
evaluators will solicit comments from professionals familiar with specific research products 
for their views on these products. 

Ouetlons The following specific questions will be addressed in relation to the 
research activities: 

- How many research products have been produced to date in these 
categories; - what are the perceptions of their quality, relevance to the project 
objectives, and usefulness to stakeholders (consultants, beneficiaries, 
those being trained to apply S-M approaches, other professionals in the 
field of ir~?zmational development and policy analysis, etc); - to what extent have any of the products ban  used by others not directly 
involved in the project (academics, trainers, consultants) in 
training/consulting settings to explain concepts and report experience 
and findings in the application of strategic management approaches to 

. policy implementation; - what constraints have been encountered in a ~ y i n g  out research 
activities to date; 

- to what extent are gender issues and considerations addressed or of 



concern in the research carried to date; . what should be the future priority and types of research activities in the 
project? 

3. Networking activities mentioned in the annual workplans have 
'I'ncluded: IIAS Networking, Development Management Network, and Africa Region 
Networking, 

Questions in this area will include: 

How much actual networking has taken place; - to what extent is there evidence that this networking has had particular 
- impacts in terms of extending the knowledge and application of strategic 

management approaches to policy implementation; - what constraints have been encountered in carrying work in this area; - what should be the future emphasis of the project in this area (i.e. 
specific avenues and target audiences to be reached, etc.)? 

4. . . ' This area has not received much attention to date, 
though it has important implications for the sustainability of the approaches introduced 
through project interventions. 

_Ouestions Questions in this area will include: 

- Ta what extent has this occurred in particular countries as part of 
technical cooperation; - what ate the constraints to doing more work in this area; - what else specifically should be done in the future to build and sustain 
the capacity to apply strategic management approaches in developing 
countries? 

Questions in this area will include: 

- What has been the nature and level of dissemination to date - what evidence is there that this activity has increased the visibility and 
understanding around the utility of applying S-M approaches to policy 
implementation - what constraints have existed in carrying out dissemination activities; - in the future should more be done in this area, and if so what should be 

. the strategy and target audience? 

6. proiect This area will involve an examination of structure/design of 
the project in terms of implications for the administration and management of IPC Project by 
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Kenneth Sharper 

Aaron Williams 

Policy & Programs: 

Terrence Brown 
Michael Moffit 
John Eriksson 
Gerald Britain 

Global Programs: 

T. David Johnston 
Gloria Steele 
Jeanne North 
Pat Isrnan 
Frank Alejandro 

Africa: 

Judy Gilmore 
Dana Fischer 
Jerome Wolgin 
Jay Smith 
Tony Pryor 
Carol Pcasley 
Andy Sisson 
Joan Athaton 
Collette Cowey 
Yvonne John 

Counselor (formerly in AFR) 

Executive Secretary 

Director, PPC/OD 
Director, POUSP 
Director, POUCDIE. 703-875-45 14 
Chief, POUCDWWSS 

Acting Director, R&D/EID 
Division Chief, R&DlEID 
R&D/EID 
R&D/EID 
Evaluation Officer, G/R&D/POlAE 

Acting Director, AFIUSWA 
Chief, APWSWAiRP 
Director, AFWARTS 
Chief, AFWARTSIEA 
AFRIARTSIFARA 
Director, AFWDP 
AFRmPIPSE 
AFlt/DP/PSE 
USAIDISenegal (interviewed while on TDY in Washington) 
Guinea Bissau Desk Officer 

Latin America: 



Norma Parker LAC/S AM 
Stacy Rhodes A-AMLAC 
Eric Zallman Depu ty Director, LACfDP 
Marcia Bembaurn LA C/CAR 
Ken Schoffield LAC!/Df 
Edward Campbell Jamaica Desk Officer 

Ash & Fear East: 

Linda Morse DANANE 

Malcolm Butler Director, NIS Task Force 
Frank Almaguer Acting-DAA, EN1 
Peter Orr DAAIENI 

Peter Kimm 

FA: 

In Guinea-Bissau 

Mike Lukomski 
John Blacken 
Abdo Mane 
Manado Ernbalo 

Calvario Ahukarie 
Helena N. Embalo 
Robert Greener 

Director, USAILVGuinea-Bissau 
IPC Consultant 
Chief Legal Advisor, Ministry of Commerce and Industry 
Director of Studies and Research, W s t r y  of Commerce and 
Industry 
Chair, Electoral Commission 
Director, Office of Studes and Legislation, Minstry of Justice 
and Vice Presiderlt, Bar Association 
Attorney General's Office 
Legal Advisor, Central Bank 
Mission Director, USAID 

Dennis B ~ M  Resident Representative, UNDP 
Edward Wood Chief, EHR, USAIDIJamaica 



William Craddock 
William Bateson 
Charles Mahon 
Trevor Mamil ton 
Shirley Tyndall 
Shirley Tavares 

lljn Zambia 

Fred Winch 
John Wicbler 
Jim Polhemus 
Kanry Garnett 
Julie Koenen-Grant 
Tina West 
H. Sikaneta 

M. Musaba 
Cliff Hamabuyu 

Amy Mlarnbula 

G. Kaira 
Mr. Kaluba 
Mr. Siakelenge 

MSI 

Chief, Office of Private Enterprise, USAID/Jamaica 
Chief Consultant, FPMU 
Economist, USAD/Jamaica 
IPC Consultant (Abt Associaks) 
Financial Secretary, Minahy of Finance 
Director, Corporate Senrices, Ministry of Finance 

Director, USAIWZarnbia 
P r o w  Officer, USAIDJZambia 
Project Officer, Democratic Governance Project, USAID/Zambia 
IPC Consultant (Abt Associates) 
IPC Consultant (MSI) 
IPC Consultant (MSI) 
Acting Permanent Secretary, Policy Analysis and Coordination 
Division Cabinet Office (PAC) 
Deputy Permanent Secretary, PAC 
IPC Consultant (Zambian National Institute of Public 
Administration) 
IPC Consultant (Zambian National Institute of Public 
Administration) 
Permanent Secretary Designate, PAC 
PAC 
PAC 

Former IPC Host Country Client (interviewed in Washington, 
D.C.) 

Former Mission IPC Project Officer, USAID/Bolivia 
(interviewed in Cambridge, Mass.) 

Larry Cooley President 
Ben Crosby Project Dimtor, P C  
Alice Morton P C  Staff 
Julie Koenen-Grant IPC Staff 



1 Abt Associates 

Derek Brinkerhoff IPC Research Coordinator 
John Miller IPC Staff 

' 8  

Nick Kulibaba P C  Staff 
Harry Garnett IPC Staff 

I 

DAI 

Nelson P C  Staff 
Ann McDermott . IPC Staff 

Thunder 

Marcus Ingle (Formerly Director, IDMC, University of Maryland) 





NAME ORGANIZATION: 

MID-TERM EVALUATION QUESTIONNAIRE 
IMPLEMENTING POLICY REFORM PROJECT 

The following questionnaire has been prepared to assist the Academy 
for Educational Development in conducting an evaluation of the 
Implementing Policy Reform Project (IPC) which is funded by the 
Agency for International Development. The purpose of the 
evaluation is to determine whether the project should continue 
beyond 1995, as well as provide recommendations on how it might be 
improved to meet the needs of AID and beneficiary organizations. 

Please provide your frank views on each of the questions in the 
space provided in the questionnaire. If additional. q a c e  is 
required, please do not hesitate to write on the back side of the 
questionnaire or attach additional pages. 

Overview of the IPC activitv/intervention 

1. Briefly, how and why did you and your organization become 
involved with the IPC project? 

2. Why and how did you feel LPC could help? 

3 .  From the time of the initial discussions about involving IPC in 
this activity to the actual start of t h e  intervention, to what 
extent did the focus or problem to be dcalr by IPC change? (Check 
appropriate choice below) 

- a great deal 
- somewhat - little or not at all 

Comment : 

3 .  What issues facilitated and/or hampered getting IPC assistance 
(programmatic, administrative)? 



4. To what extent do you see a strong, moderate, or low "fitu 
between the objectives of the IPC Project (as briefly described in 
the attached summary) and the work IPC has dona with you and your 
organization? Check the most appropriate choice below: 

- Strong - Moderate - LOW 

5 .  At what stage in the policy "cycleu did you idti- call on 
IPC for assistance? Check the most appropriate choice below: 

- defining the policy problem .situation - developing policy options 
planning implementation 

- actual implementation 

6 .  What level of resource commitment did your organization make to 
this effort (level of buy-in, other non-financial resource - 

commitments) ? 

7. What were the objectives and hoped for outcomes of this 
intewention from your perspective? 

8. What criteria and indicators were established to measure the 
success and effectiveness of the activity? 

9. What constraints, if any, hampered getting involved with LPC 
initially? 

10. What constraints have interfered with implementation of the 
intervention. 

11. What is the current status of the intervention (is it 
completed, do you anticipate any follow-on activity)? 



1, Overall, how effective/successful was the intervention in terms 
of accomplishing ite objectiveo Check most appropriate choice 
below: 

- high effectiveness/success - moderate effectiveness/success - low effectiveness/success 
What specific indicators are available to support this view? 

2. What particular aspects of the process of the IPC intervention 
proved helpful or unhelpful in carrying it out? 

3 .  Would you involve the IPC Project again in the same or similar 
kind of situation, based on this experience? Check most 
appropriate choice below 

- Yes - Maybe 
- No 

Comment : 

C. Lessons learned about ~olicv im~lenentation and sustainabilitv 

1. For this particular intervention, if it vcre to be done again 
from the start, what might it be done differently so as to make it 
more effective? 

2. To what extent has any organizational/institutional 
strengthening resulted from this effort (beyond individual 
managers/officials directly involved in the intervention)? Check 
most appropriate choice below: 

- a great deal - - some 
- little or none 



3, Has thero been any formal cadre development activity as part of 
this intervention (e.g. linking up with local consultants or 
managemsnt training institutions)? Check most appropriate choice 
below: 

- a great deal - some - little or none 
4. To what extent is.your organization or the client organization 
continuing to apply this approach with IPC support in' the 
implementation of the policy and/or other policy or management 
areas? Check most appropriate choice below: 

- a great extent - sometimes/to some extent - very little/not at all 
D. B o i e c t  manaaement sumort 

1. Were sufficient resources (financial and human) available to 
achieve the objectives as planned? 

2. Overall, how effective have the consultants been in carrying out 
this activity? Check most appropriate choice below: 

- highly effective - moderately effective 
- not effective 

3. Please comment on the quality of their technical, professional, 
and interpersonal skills and performance. 

4 .  What administrative problems have arisen in this activity? 

5. Has the consultant team followed through on all commitments 
made? 



6. How useful and timely have the consultantsf written reports 
been? Check moat appropriate choice below: - very umful - very timely - moderately useful - moderately timely - not useful - not timely 
7 .  Are there other projects or programs you draw on to deal with 
policy implementation? If so, what are the advantages and 
disadvantages between IPC and these other sources? 

1. Overall, what is your v 4 u  of the applicability of the 
strategic management approach to this particular intervention? 
Check most appropriate choice below: 

- highly applicable - moderately applicable - not applicable 
2. What tension or difficulty, if any, do you see between the 
policy problem area and the utility or applicability of strategic 
management approaches? 

3. What recommendations would you suggest to improve upon the 
strategic management approach for successfully dealing with this 
particular policy area and/or policy implementation in general? 

4. Have you seen any of the IPC publications (technical notes, 
research notes, etc.)? 

If so, please comment on their usefulness, style and overall 
quality. 



MIDTERM EVALUATION QUESTIONNAIRE 
IMPLEMENTING POLICY CHANGE (IPC) PROJECT 

(ADDITIONAL QUESTIONS TO BE COMPLETED BY USAID PERSONNEL ONLY) 

1, What has been the role of the AID/W project officer (s) and your 
bureau in providing administrative support to this activity? 

2. How effective/helpful has their involvement been in this 
activity? 

1. Do you feel the project should be continued beyond 1995 (the 
current project completion date)? 

2.  Would your office/mission want to be involved in some way with 
IPC in the future? 

Y e s  
possible, depending on future needs 

If interested, please indicate the policy problem area and the 
extent to which resources in your office/mission might be available 
to commit to such an activity? 

3 .  What recommendations would you have in redesigning the project 
to make it more effective and useful to A I D  and the problem area it 
is dealing with: 

* from the point of view of pro j ect 
administration/management by A I D  and the contractor; * where/how the project should be positioned with A I D ?  



4 *  Whore and how do you see tho project fitting into AID'S 
evolving mission and organization structure? 

1. What commants would you have on other aapects of the project 
(research, networking, institution strengthening, dissemination)? 
Should they receive more attention and support? If so, what shifts 
and priorities would you recommend? 

2. Have you been involved in or know about the networking and 
dissemination activities; if so what comments/suggestions would you 
have to make? 

3. Has the intervention involved explicit attention to 
local/regional management resource/training institution 
strengthening? 

If so, how helpful/ueeful was it? 

If no work was done in this area, was it explored and found not to 
be feasible? Please explain. 

Should more be done in this area? If so, what/how? 



APPENDIX E 
IPC PrqJect Actlvltierv to Datc 



1PC CONTRACT LIST 
December 15,1P93 

hl. 
Ord, 

$tart 
Datd 
End 
Date 

Project Title MSI Contract 
Number/$ Amount 

S~b~ontraCtor(fi) 
Inforrnatlon 

1 

2 

IDMC: 
$28,069 
#I61 1-2.1-03 

3 

Hdti RecoMatssance 

Bolivia UUAPE 
Evaluation 

Abt: 
$5,824 
#I61 1-00542 

Haiti Poky & 
Administrative Reform 

4 

5 

1593 
$34,063 

1387 
$44,120 

161 1 
$408,522 

Abt: 
$56,928 
#I61 1-00643 

IDMC: 
$1 1,128 L 

2- - 
DAI: ? 

$13,762 
W1587-3.1-02 1 

Philippines SDPII 
Implementation 
(Reconoaissance) 

E. Caribbean 
Agriculture Sollcy 
W~rkShOp 

6 

AFWNR Natural 
Resources P o k y  
R-P 

Ghana Export 
Diversification 
Workshop 

IDMC: 
$27,46 1 
1161 1-007-2-4 

Abt: 
$9,758 
#I61 1-00744 

161 1-004 
$36,994 

161 1-005 
$29,98 1 

Abt: 
$15,607 
#1611.004.4-1 

IDMC: 
510,138 
#I61 1-00.5-2-3 

8 

9 

8/23/9 1 
to 
3/14/92 

Caribbean Strategic 
m g  

Jamaica Fiscal Policy 
Analysis 

161 1-oO8 
$7,508 

16 1 1-009 
$74,467 

d a  

Abt: 
$68,315 
#1611-00945 

1 1/8191 
to 
12/15/91 

11/7/91 
to 
3/15/92 



I 

Del. 
Ord. 

- 
10 - 
11 

- 
12 

13 

14 

15 

16 

17 

MSI Coatma 
Number/$ Amount 

Subcoatmctor(.r) 
Information 

start 
Date/ 
End 
Date 

number cancelled by 
k i .1 .~ .  

Zimbabwe Monopolies 
S ~ Y  

Abt: 
$7O,33 1 
#I61 1-01246 

DAI: 
$12,128 
#I61 1-013-3-2 

ABT: 
$172,312 
161 1414-4-7 

DAI: 
$23,927 
161 1-014-3-3 

Implement the Jamaican 
Fiscal Policy Process 

Lesotho Agrhltural 
PoUcy support ~~ 
Emluatian 

IDMC: 
$15234 
161 1-016-2-5 

Sahcl Policy Project 
Evaluation 



- 

PrOJect Title 

Analytical Studles of 
the Mozambican 
RegiowJ Rail System 

19 ( Jamaica Fiscal hlicy 

I ImJernenta- dun (phase 

Lesotho Ag. Policy 
Support Program 
Facilitation 

Uganda Pnsidential 
Forum on Strategic 
M p t  of Private 
Investment and Export 
Growth 

West Africa ~ v a &  
Sector Network 

1 ABT: 
I $131,775 
I 161 14184-9 

MSI Contract 
Number/$ Amount 

' Thunder: 
$22,529 
161 1-018-X-1 

- -- 

Subcontmctor(s) 
Information 

IDMC : 
$4,63 1 
161 1-018-2-6 

ABT: 
161 1-19410 
$50589 

ABT: 
I6ll-O214ll 
$72393 

DM: 
161 1-021-34 
$19, 614 

DAI: 
161 1-022-3-5 
$322,747 

IDMC: 
161 1-022-2-10 
$10398 

Start 
Date/ 
End 
Date 



RoJect Title MSI Contract 
Number/$ Amount 

Start 
Date/ 
End 
Dais 

M c a  Natural 
Resources Poky 
Reseatch 11 

ABT: 
161 1423412  
$53,006 

IDMC: 
161 1-023-2-7 
$151,274 

Asdsmcc to El 
Salvador Working 
Group on Judicial 
Reform 

Guinea-Bissau Trade & 
Investment Policy 
Implementation 

W. African Livestock 
poli!a 

ABT: 
161 1-026413 
$155,038 

IDMC: I 
16 1 1-026-2-9 f 

$2,120 I 

Gambia Institutional 
Assessment and Policy 
lmplerncntatian 
w y s i s  

Soudl mca 
Reco Maisapce 

ABT: 
161 l-O27414 
$47320 

11/5/92 
to' 
3/4/93 

C0nsutti~ 
Assistance on Economic 
Refwm 

ABT: 
161 l-O29415 
$42,041 

Support to Policy 
Coordination in Zambia 

- 

Abt: 
161 l -03Wl6  
$1 12,759 

Honduras Policy 
Analysis Unit 
Implementation 



Project Title MSI Contract 
Number/$ Amount 

Subcont ractor(8) Start 
Infomtlon Datd 

End 
Date 

I ambin Strategic 
1 Maaagemcnt Asaistaace ' to the Minlwy of ' 

Finance and Economic 
Aaalyais 

Abt: 
161 1-032417 
$46,928 

IMDI: 
161 1-033-5-1 
$56,282 

South U c a  
FouPdadon for Public 
Mgmt. and 
Development 

Ztrnbabwe Monopolies 
Commission Assistance 

Abt: 
161 1-034-4-18 
$137,386 

West Africa Uvcstock 
(n) 

Abt: 
1611-035419 
$199270 

Jamaica EIscal Policy 
Unit 

Abt: 
1 Ci 1 l-036422 
f 

West M c a  Private 
Sector Network I1 

Africa Management 
Training in '2hree 
man Counnies 

South Afiia Assistance 16 1 1 440 9 / 3 0 3  
to Sunnyside Group $603929 to 

9129~94 

Guya~a 161 1-041 Abt: 12/7/93 
$47,846 161 1-041420 to 

$42,957 1/3W 

Rwanda Budgeting 
Refbrm 

DAI: 
I6 11-042-3-8 
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IPC RESEARCH PUBLICATION 

IPC Working Paws 

1 .  "Looking Out, Looking In. Looking Ahead: Guidelines for Managing Development 
Programs." Derick Brinkerhoff. IPC Working Paper No. I .  October 199 1. 

2. "Beyond Policy Reform in Africa: Strengthening Entrepreneurship through 
I Development and the Non-governmental sector." David Gordon. IPC Working Paper 

No. 2. November 1991. 

3. "Implementing Privatization Policy in Developing Countries: A Selected Literature 
Review." Veronica R, Clifford. IPC Working Paper No. 3. August 1993. 

4. "Assessing Policy Implementation Success: Observations from the Philippines" (draft). 
Alice Morton. October 1993. 

1 5. "Export Expansion and Investment Promotion in Sub-Saharan Africa: Implementation 
Constraints to Getting the Policies Right" (draft), Charles E. Krakoff. October 1993. 

IPC Technical Notes 

"Strategic Planning and Strategic Management: What Are They and How Are They 
Different?" Benjamin Crosby. IPC Technical Notes No. I. October 1991. 

"Stakeholder Analysis: A Vital Tool for Strategic Managers." Benjamin Crosby. IPC 
Technical Notes No. 2. March 1992. 

"Policy Ctaracteristics Analysis." Daniel Gustafson and Maxu3 Ingle. IPC Technical 
Notes No, 3. August 1992. 

"Management and the Environment for Implementation of Policy Change: Part One." 
Benjamin Crosby. IPC Technical Notes No. 4. April 1992. 

"Management and the Environment for Implementation of Policy Change: Part Two." 
Benjamin Crosby. IPC Technical Notes No. 5. April 1992. 

"Achieving Reform: The Purpose and Process of Advocacy" (draft). Deborah M. 
Orsini. October 1993. 



7. "Using Workshops for Strategic Management of Policy Reform" (draft). Derick 
Brinkerhoff. October 1093, 

IPC Research Notq 

1. "Linking Applied Research and Technical Cooperation in Strategic Management for 
Policy Change." Derick Brinkerhoff. IPC Research Note No, 1. June 1992. 

2. "Coordination Issues in Policy Implementation Networks: Managing Maditgascar's 
Environmental Action Plan." Derick Brinkerhoff. IPC Hesearcn Note No. 2. 

!, September 1993. 

3. "The Role of Outsiders in the Strategic Management Process" (draft). Larry Cooley. 
October 1993. 

IPC Biblionra~hies 

1 

1. "Implementing Policy Change: A Selected, Annotated Bibliography." IPC 
Bibliography No. I. Derick Brinkerhoff and James Gage. October 1991. 

2. "Implementing Natural Resource Management Policy in Africa: An Annotated 
I Bibliography." IPC Bibliography No. 2. Derick W. Brinkerhoff, James D. Gage and 

Veronica Clifford. September 1992. 

1 

SDedal Studies 

1. "Implementing Natural Resource Management Policy in Africa: A Document and 
Literature Review." Derick W. Brinkerhoff, James D. Gage and Jo Anne Yeager. 
April 1992. 

2. "Sustaining Economic Reform in Sub-Saharan Africa: Issues and Implications for 
USAID." David F. Gordon. November 1992. 

3. "Forestry Policy Reform in Mali: An Analysis of Implementation Issues." Derick W. 
Brinkerhoff and James D. Gage. September 1993. 

4. "Madagascar's Environmental Action Plan: A Policy Implementation Perspective." 
Derick W, Brinkerhoff and Jo Anne Yeager. September 1993. 



Conference P m  

I ,  "Economic Policy Analysis Units und Their Role in Policy Implementation: The Cuse 
of Bolivia's UDAPE" (preliminary draft), Benjamin Crosby, Paper presented ut 
American Society for Public Administration (ASPA). Fifty-third National Conference, 
Chicago. IL. April 11- 15, 1992. 

2. "Natural Resources Management Policy in Africa: Implementation Challenges for 
Public Managers." Derick Brinkerhoff and Jumes Gage, Paper presented at American 
Society for Public Administration (ASPA). Fifty-third National Conference. Chicago, 

1 IL. April 1 1-15, 1992. 

3. "Competitiveness and Strategic Management." David F. Gordon. Speech prepared for 
the National Forum on Strategic Management for Private Sector Investment and 
Export Growth. October 29, 1992. 

4. "The Implications of Political Change in Africa for SPA Donors," David F. Gordon 
and Carol Lancaster. Prepared for USAID-sponsored workshops for SPA donors on 
"Economic Reform in Africa's New Era of Political Liberalization." Washington, 

\ D.C.. April 14-15, 1993. 

5. "The New Policy Analysis Units and Their Role in Strategic Reform: The Cases of 
i Bolivia, Honduras, Jamaica, and Zambia." Benjamin Crosby. Paper for the Second 

International Conference of IIAS, Toluca, Mexico, July 1993. 

IPC Papers Published in Journals 

I. Derick W. Brinkerhoff and Arthur A. Goldsmith. 1992. "Promoting the Sustainability 
of Development Institutions: A Framework for Strategy." World Develo~ment. Vol. 
20, No. 3. pp. 369-383. 

2. Derick W. Brinkerhoff. 1992. "Looking Out, Looking In, Looking Ahead: 
Guidelines for Managing Development Programs." International Review of 
Administrative Sciences. Vol. 58, No. 4, December, pp. 483-503. 

3. Derick W. Brinkerhoff and lamis D. Gage. "Natural Resources Management Policies 
in Africa: Implementation Challenges for Public Managers." In Stuart Nagel, ed. 
Africa: Develoument and Public Policv. London: MacMillan Press (in process). 
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HLY: FINANCIAL SUMMARY 
Inception Through 9130193 

PR6JECl"l'D EXPENDITURES PER PROJECT PAPER 

ACTUAL IEXPENDATURES' 

FYW 

FY 91 

FY 92 

FY 93 

TOTAL 

I MISSIONS' I REGIONAL I TOTAL 
BUREAUS' 

FY 93 6%300 2,510,745 882,868 4,089,913 

TOTAL 1,793,300 ' 5,645,590 2,450,433 9,889,323 

STIRD 

147,534 

594,896 

624,641 

655,873 

29W944 

'Based on R&D/EID data 

a Represents D.0.s contracted 

Gcludes OYB Transfm and D.O. 's 

MISSIONS 

310,500 

897,008 

2,110,250 

3,082,000 

6,399,750 

REGIONAL 
BUREAUS 

37,433 

483,000 

561,488 

434,700 

1,516,621 

TOTAL 

495,467 

1,974,096 

3,296,379 

4,172,573 

9,939,315 
I 
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0uin.e.a Bissau 



A. BACKGROUND 

In 1983, the Uovemment of Ouinea-Blow (0000) announced it8 intention to move away 
from a centrally planned socialist model of economic development toward a market-oriented, 
agrlculturdly based and private sector driven approach to development, Since that time, with 
support from IMP, World Bank, UNDP, USAID, and other donors, gradual liberalizing of the 
economy has taken place. In addition to the economic policy reform commitment, the UOOB 
also made a commitment in 1991 to move toward political liberalization. During the past few 
years, progress on both economic and political reform has been encouraging, The average 

I annual growth rate in ODP for 1992-1994 is expected to ba around 496, and the OOaB has been 
preparing for multi-party elections which are likely to be held in early 1994. 

Studies by USAID, the World Bank, and UNDP have revealed a number of constraints 
which limit the growth of the private sector, These constraints exist in the following areas: the 
policy and policy-making environment; the legal, regulatory and judicial framework; and limited 

1 support services to help stimulate and strengthen private sector business activities. Whereas other 
donors have focused on programs directed primarily at the macro-economic environment and 
infrastruc ,ure development, USAID has been concei~trating its efforts during the past two years 
to assist thz GOGB on policy reforms which promote private sector trade and investment. To 
date, this support has included technical assistance through the IPC Project starting in 1992, and 
the launching of a new $20 million, six year USAID Project (Trade and Investment Promotion 
Support) in 1993 which is aimed at helping Guinea-Bissau achieve market oriented eco~omic 
growth that is broad-based and sustainable. 

I 

B. INITIATION OF EPC' PROJECT 

IPC involvement in Guinea-Bissau began with an initial visit, primarily funded by the 
Mission, by an IPC team in January 1992. Cwe funding paid for the participation of MSI1s IPC 
Project Director on this team. The purpose of this visit was to review jointly with the GOGB 
major reform issues facing the country and to formulate with the GOGB and USAIDIGB a jointly 
agreed upon plan under which IPC could provide assistance in implementing policy reform in 
one key target area of concern to the GOGB. During that visit, it was learned that USAIDIGB 
would be concentrating its future program activities in the area of private sector trade and 
investment, and this commitment subsequently led to the establishment of the TIPS Project (Trade 
and Investment Promotion Support), which started in late 1993. Thus, it was clear from January 
1992 onward that the IPC effort would be working within an overall thrust aimed at promoting 
private sector development. Within this --:id Mission program strategy, it was agreed duhg 
the January visit that the IPC Project would focus its efforts on reforms associated with changes 
in laws and regulations, judiciary weaknesses, and other governance issues that needed attention 
to improve the environment for trade and investment. 

The IPC project had to deal with several challenges in carrying out its work; 



gaining conscnaua with the UOOB on a fairly focused set of activities since the 
BgOB wag interested in a very broad range of reform priorities which it felt 
needed simultaneous attention; 

. debrmining a primary client organization in which to work, since privute reforms 
in this area cut across several organizational units; and 

. moving forward in a fluid political environment dominated by the uncertainty 
surrounding the a0(3B's commitment to hold multi-party elections in 6992 or 
1993, 

Despite these difficulties, the, IPC project has several key assets to work with; 

- a very strong commitment by the OOOB to major reform initiatives; 

- IPC access to the highest levels of government (considerably enhanced by the fact 
that one of the consultants (John Blacken) was the formw U.S. ambassador to the 
GOOB and was highly regarded by key actors within and outside Government); 
and 

- a strong fit (philosophically and programmatically) between IPC ' s collaborative 
process methodology and USAIDIGB's style and approach to projectlprogram 
design and implementation. 

Following the January 1992 visit, USAID approved an overall scope of work for IPC 
which, was aimed at supporting the Mission's strategy to promote trade and investment. The 
level of buy-in funding for this effort came to $792,989. 

C. PROGRESS TO DATE 

Since the initiation of IPC's work in Guinea-Bissau, considerable progress has bze:i made 
in accomplishing objectives established in the buy-in scope: of work, despite the rather fluid 

1 
political situation. One particular problem which had to be conhnted as soon as IPC began its 
work in mid 1992 was the need to change the client focus. As noted above, the original plan 
was to establish a presidential commission as the primary IPC client. However, subsequent 

t political developments made it clear that it would be impmctical to move forward with the plan 
to work through a presidential commission - since the GOGB was clearly preoccupied with delays 
in reaching agreement with newly formed opposition parties on the election process for the still 

I to be elected legislature. Thus, to keep the momentum moving, it was jointly agreed that the 
IPC consultants would concentrate their efforts on two working groups - the Judicial Reform 
Group (JRWG) and Commerce and Industry Working Group (CMWG). The working group 
tlrechanism has worked very well to date. Both groups have welcomcd IPC involvement and 
their members have, in the process, internalized strategic management concepts and approaches 
in implementing the various components of judicial and traddinvestment reform. 

To date, a number of concrete activities and oritcomw have been accomplished, for which 



the IPC Project can take some credit. Some of these accomp.lishmcnts are listed below: 

- passage of a constitutional amendment creating a. separate, independent judiciary; 

- preparation and passage of enabling legislation it0 allow the judiciary to operate 
independently and to establish the administrative/legd structure required to 
strengthen the legal system; 

I 

- the two working groups are continuing without constant input from IPC to carry 
out their agendas for action (important from im institution capacity building 
perspective and for sustainability); 

- the idea of a market driven economy has received broad publicity through various 
IPC activities; 

- the idea of reaching out to stakeholders in policy reform is expzding within the 
GOGB. For example, the Ministry of Agriculture has taken this approach .in 
reaching out to its constituencies in planning and carrying out government 
programs. 

One key point noted by both the USAID Mission and IPC consultants is the fact that IPC 
has been very much part of a mission strategy from the outset, and has been part of a team effort 
in helping to accomplish the above activities. Thus, while one cannot single out IPC as a sole 
cause for the abovc accomplishments to date, the project has unquestionably been a critical 
contributor to the success which is taking place in the areas of judicial reform and improvements 
in the trade and investment environment. 

D. LESSONS LEARNED 

Based on the experience in Guinea-Bissau, a number of potential lessons can be extracted; 

- it is critical to work from the context of host country government priorities in 
collaboratively !carving out a meaningful and constructive role for IPC in 
strengthening local policy implementation capacity; 

- accomplishing concrete, sustainable objectives using collaborative strategic 
management approaches requires sustained effort over an extended period of time. 
In this particular case, it has taken a minimum of 12 months to make the kind of 
progress that was anticipated. Short, one-term 1-4 month interventions are not 
likely to have a sustained impact; 

- the IPC approach has to remain flexible in its approach and be responsive to the 
national environment and policy context. This has implications for the point of 
entry in the policy problem and cycle, client identification and relationships, and 
ability to develop local resources to sustain strategic management efforts; 



- parti~ipation by the client groups for the sake of participation g is not 
enough. It must be seen as a means to an end (longer term program objectives). 
Also, in some instances elements of the participatory approach may have to be 
tr~ncatecf or short-circuited to get through a particular step in the policy 
implementation process - though such actions must be done transparently and for 
well-articulated reasons; 

- the creation and use of informal working groups such as the two that were created 
in this instance can work effectively. Critical to the success of such groups, 
however, is the careful selection of key "movers and shakers" who are committed 
to the success of the endeavor; 

- identification and tracking of indicators of progress and achievement must be part 
of the process. This helps to maintain a sense of direction, keeps the energy and 
resources focused, and provides a basis for monitoring and pushing the policy 
implementation agenda forward. 

E. CONCLUSION 

The IPC Project in Guinea-Bissau has gone very well to date, despite having to work in 
a fluid political environment. Substantial concrete accomplishments have been achieved and the 
GOGB and USAIDIGB have integrated the IPC approach and consultancy work directly and 
constructively into the Mission's larger program efforts aimed at stimulating private sector trade 
and investment. In the newly initiated TIPS Project, the initiatives started through IPC will 
undoubtedly continue and thus have a stronger possibility of sustainability well beyond the life 
of IPC's direct involvement in the country. 
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ZAMBIA IPC PROJECT 

A. BACKGROUND 

When the MMD Party came into power in the late 19801s, President Chiluba publicly 
committed the new government to playing,a "minimalistn role to "facilitate" economic and social 
development throughout the country. This is a considerable shift away from the previous 
government which was much more committed to an economy dominated .by central government 
intervention and control. 

With the adoption of the Structural Adjustment Program by the Chiluba Government, it 
became very clear that changes would have to be made throughout the Government and economy 
if the program is to succeed. A major component of this change involves a,restructuring of 
government and public service reform. USAID/Zambials commitment to supporting reform in 
the Government has taken shape in the form of the Democratic Governance Project, the stated 
goal of which is to promote accountable government. It is thmugh this project, that the IPC 
Project is working in Zambia. 

B. INITIATION OF THE IPC PROJECT 

USAIDIZambia initially invited an IPC team to work on grain price issues after the 
Chiluba goverment came to power. Ben Crosby, Julie Koenen-Grant, and Axel Magnusson 
participated, along with Pat Isman from R&D/EID. However, shortly before their arrival, the 
government abandoned its restructuring policy and reinstituted price supports, and the visit 
became a victim of the unpredictability of host country politics. 

The next direct contact with the Mission on IPC related work was in late 1991- early 
1992 when, as part of an IPC reconnaissance trip, David Gordon and Larry Cooley assisted the 
Mission in preparing a PID which was later further developed into a PP in mid- 1992 with 
additional assistance from Tina West and Gordon, funded with core IPC funds, to address public 
management issues. 

Following the completion of the PP, the Democratic Governance (DG) Project was 
formally activated in September 1992. All IPC activities since that date have been funded from 
this project. . The DG project has several components (support for an independent media, 
constitutional reform, civic education, etc), and P C  has been specifically tasked with facilitating 
the creation and institutionalization of a Policy Analysis and Coordination Unit (PAC) in the 
Cabinet Office. It should be noted that the IPC Project was specifically identified in the PP as 
the likely resource to help implement this component of the DG Project. In April 1993, a 
Delivery Order for $339,769 was signed under MSI1s requirements contract. 

As stated in the PIOIT, IPC is to provide during Phase I short term technical assistance 
to: 1) support a process involving senior cabinet office staff to establish the Policy Analysis and 
Coordination Unit in the Cabinet Office; plan and facilitate a series of strategic management 
workshops that will help the Unit to establish its working relationships with the agencies and 
ministries with whom it will interact in carrying out its responsibilities. A workshop for the 



National Assembly and study tours for senior PAC staff are also included in the current PIOIT, 
though the scheduling of these activities has not been finalized. 

Based on the existing PIOIT statement of work, the first formal intervention came in June 
1993 when IPC consultants Harry Garnett and Tina West,carne to Zambia to &gin planning with 
senior government officials how IPC would assist the newly created Policy Analysis and 
Coordination Division in the Cabinet Office. One of the major outputs of their visit was the 
Preparation of the terms of reference for the rest of the work which would take place in Phase 
I of IPC assistance to PAC (roughly through December 1993). 

The next IPC activity came in September with the holding of a two day workshop 
(September 18-19, 1993) in Lusaka for all members of PC and selected officers from others parts 
of the Cabinet Office, as well as all other ministries. 

This activity was followed by a workshop held November 5-6, where the terms of 
reference of PAC and the principal findings of the September workshop could be shared with line 
ministries. A similar workshop for coordinating agencies was scheduled to take place the 
following week. The larger purpose of these two workshops was to establish common 
understanding on how policy proposals are to work their way through the government system, 
and the role of PAC in working with line ministries and other coordinating ministrieslagencies 
in the processing of ministry proposals totthrough Cabinet meetings , as well as in monitoring 
policy implementation. 

This set of activities was accomplished as of mid November 1993. The remaining tasks 
identified in the Phase 1 PIOIT (Workshop with the National Assembly and study tours) are yet 
to be scheduled. Phase 11, set to begin in early 1994, will include both long-term technical 
assistance, as well as continuing short-term TA by members of the IPC consortium. 

C. PROGRESS TO DATE 

As noted above, the IPC Project had only been undenvay for about 18 months when the 
evaluation visit took place. Hence it is quite early to attempt an assessment of IPC work to date 
or to extract any concrete lessons. However, the following general comments and observations 
can be noted. 

- to date, it appears that the IPC support to the Democratic Governance Project has 
worked smoothly and has meshed well with USAID1s and other donors' concerns 
with improving the efficiency and accountability of the Zambian Government. 
Within the Mission, and the Democratic Governance Project and IPC's role in the 
Project are seen as getting at the larger issue of promoting accountable 
government in Zambia; 

- while there were some initial contractual delays in getting the buy-in to IPC 
.processed through AIDIWashington, once the buy-in was in place, the 
administration of PC's work has gone quite smoothly; 



- so far, the program of IPC support is moving according to plan, and good 
working relationships have been established between the IPC consultants and the 
Cabinet Office. 

D, CONCLUSION 

IPC support to the Democratic Governance Project is off to a good start. USAIDIZambia 
and officials within the Government of Zambia are pleased with IPC's contribution to date. 
However, it is still quite early in the implementation phase of this project and additional time will 
have to pass before a more thorough assessment of IPC's contribution and impact can be made. 
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JAMAICAN IPC PROJECT 
FISCAL POLICY MANAGEMENT UPJIT 

A. BACKGROUND 

During the 19701s, the Jamaican public sector grew rapidly and the expansionary fiscal 
policy created serious fiscal problems for the country. The expansionary policy was changed 
during the 1980's to reduce the public sector and rely more on the private sector as a result of 
new leadership in Jamaica and rhe urging of the donor community. The donor effort was 
initiated by AID, but the M F  and the World Bank, at the lirging of AID and Treasury 
Department, increasingly took a lead role in establishing conditionalities for donor assistance. 

The fiscal performance in a number of key areas such as deficits and overvalued currency 
has not been of only limited effectiveness in supporting the new policies for a number of reasons. 
The IMF targets were viewed as externally imposed and demeaning. As a result, they were used 
more as a means of getting loans and grants than as Jamaican tools with which to battle their 
economic woes. Resentment ran high, and the donors were perceived as preoccupied with 
economic theories that ignored their negative impact on the public. 

At the same time this disappointing progress in improving fiscal policy performance has 
been taking place, some elements of the Jamaican capacity for developing and coordinating fiscal 
policy and monitoring its implementation have been weakening rather than becoming stronger. 
In particular, the analytical capacity of the Finance Ministry (MOF) has eroded, and its fiscal 
policy role has diminished and grown increasingly unclear in fhe minds of many people. 

! B. INITIATING THE IPC PROJECT. 

A 1992 study prepared by an IPC team through a buy-in concluded that for a number of 
reasons the IMF programs have not resulted in long term improvements in fiscal policy and that 
"fiscal policy analysis, formulation and monitoring capacity is essential for improved economic 
performance". Reform measures lacked credibility for lack of solid information. Political leaders 
who wanted to improve fiscal performance were weakened by lack of reliable data that would 
have helped counter the opposition. Implementation weaknesses caused the economic reforms to 

, drag on and on, thereby contributing to loss of support. 

Coordination and communication among the public and private stakeholders was minimal, 
and few opportrrnities were utilized to develop needed support for fiscal policy reforms. The roles 
of various government organizations related to fiscal policy were unclear. 

Quantitative, goals were said to have been lost sight sf in the emphasis on simple 
quantitative goals. Quality of MOF data was regarded as very poor, revenue forecasting was 
particularly weak, and there was very little capacity to check data from outside MOF. 

I 



This study concluded that improving fiscal policy formulation and implementation 
required strengthening the analytical capacity of the MOF, and that this strengthening could best 
be accomplished by establishing a fiscal pulicy management unit in the MOF to provide high 
quality information and analyses for decision-makers. A second buy-in provided for briefings on 
the study and helped build consensus for action. 

In December 1992 the Government of Jamaica (GOJ) signed a memorandum of 
understanding with USAID and UMDP to create a Fiscal Policy Management Unit (FPMU) to 
enhance the MOF institutional capacity for policy analysis, formulation, implementation and 
monitoring. It was to repor! to the Minister of Finance and Financial Secretary to strengthen 
fiscal policy analysis and management and to enhance the capacity of the MOF to play a leading 
role in economic management consistent with its legal charter. 

USAIDIJamaica discussions with R&D/EID led the mission to conclude that further IPC 
involvement would be very useful in establishing the FPMU by clarifying organizational roles, 
informing stakeholders of the purpose and need for the FPMU, and developing support for the 
new unit among stakeholders that had conflicting agendas. This was accomplished through a 
combination of mission funding, a third buy-in, and some core project funds. 

The IPC contractors were given the task of establishing an operational workplan for the 
Unit's first six months, followed by an action plan for the first three years of implementation. 
On a collaborative basis, they were to also draw up priorities for the Unit's research agenda on 
fiscal policy and related issues. 

B. WORK!3HOP. Another activity under the third buy-in was that of assisting the Ministry of 
Finance to plan and execute a workshop for the MOF to launch the Unit, This was to include 
the Permanent Secretaries of the other ministries and other statutory Mies of the Government, 
plus others outside government. This event provided a good starting point for implementation 
because it (a) demonstrated the support of the leadership in the GOJ, and (b) was the beginning 
of stakeholder involvement which has turned out to be of critical value. 

The two-day workshop held in December 1992 was preceded by a number of indepth 
discussions over a number of months with individuals in stakeholder organizations located both 
within and outside the MOF. The agenda included a discussion of the need for the FPMU, its 
perceived role and contribution with respect to addressing the fiscal and economic issues 
confronting Jamaica, its role, responsibilities, and relationships, and an action plan. 

Four sets of working groups were organized, comprised of staff from MOF and other 
government organizations concerned with management of the economy. Each set included five 
to seven subgroups for the three major segments of the workshop, providing extensive 
involvement of those who would be involved or impacted by the FPMU. Benefits identified by 
the working groups were: 

Better coordination, planning and setting of national fiscal objectives; 

Better access to information and analysis, leading to more informed fiscal 



decision-making; and 

Strengthening the MOF. 

Principal potential problems foreseen in the workshop discussions were: 

Possible overcentralizatioo; 

o Possible elitism of FPMU, with other organizations having important roles being 
overshadowed; 

@ Concern about long term survival after donor support ended; 

Temptation to use the FPMU primarily as firefighters; and 

Question as to whether those with whom the new unit would have to work would 
think in any but traditional ways. 

Training and better communications were underlying themes of the working groups with 
respect to how best to solve the potential problems they foresaw. It was agreed that the most 
critical step was to recruit four experts to help establish the FPlMU and work in the Unit for an 
extended period to help develop implementation skills among four counterpart specialists who 
also needed to be recruited as permanent l?PMu staff. A concrete action plan for recruitment 
of these people was produced by the workshop. 

Apart from the buy-ins, and a small amount or core funds, USAID is using $1 million 
of Economic Support Funds to establish the FPMU and provide the long term technical assistance 
to develop the effectiveness of the unit required for its important role. The UNDP has also 
contributed $190,000. 

Co CONCLUSIONS. 

Everyone with whom the Team representative met spoke of the importance of this 
workshop as pivotal in gaining an understanding of the purpose of -stablishing the FPMU, 
developing support for the Unit and the new policy directions that require better analytical 
support, and clarification of roles. Especially important, combined with the preparatory work 
that preceded the workshop, it developed a sense of ownership among the stakeholders in the 
Unit and the policy reforms it is to help support. 

The recruitment action plan has suffered from (a) the fact that some of the dates were 
unrealistic, (b) an'U.S. contract procedural problem concerning hiring of one of the experts, and 
(c) delays by the GOJ in its recruitment of one of the counterparts. Nevertheless, the Unit is in 

i operation, and the quality of the personnel appears to be quite high. Every person interviewed 



in the GOJ and USAID regards the IPC project as very successful thus far. 

The Evaluation Team agrees with this positive view. Progress in gaining understanding 
and support for the steps to strengthen the effectiveness of the Ministry has been impressive. 
Nevertheless, the Team ca,utions that there are early signs of lost momentum that should be 
addressed while there is time. 

It is believed that more attention should be given to plans for monitoring the project and 
to establishing clearer indicators for measuring progress. The Mission Project Officer believes 
there is a need for more quality control and monitoring than available resources have provided. 
The USAID needs to be given more relief from administrative details that compete with the time 
he needs to devote to economic issues. For sustainability, steps should now be taken to extend 
the IPC concepts to policy changes in other program areas in Jamaica, a step which has support 
within the Mission. They should be built into the mainstream of policy change management, but 
with reduced expenditures for future Jamaican projects that will need to come largely from 
sectoral funds rather than ESF. 



APPENDIX I 

USAID/PHILIPPINES SUPPORT FOR DEVELOPMENT PROJECT I1 
LOGICAL FRAMEWORK 

The following design represents an interesting effort to specify in some detail how USAIDIP 
and the Government of the ~ h i l i ~ ~ i n e d  could measure outcomes of the policy changes being 
supported underthe SDP 11. It was excerpted from MSI's report on this activity. 



The SDP II Logical Framework: 

The logical framework pposcd by the PC team for the SDP I1 program is presented below. 
At the goal and purpose level, the statements included in the negotiated Policy Maaix have 
been ntained, Indicators of goal and purpose achievement have been developed which do not 
appear in the Policy Marrix. Rather, as will be s e n ,  the "policy actions" from the negotiated 
Policy Matrix have been included at the outputs level of the logframe, and the Matrix 
"performance indicators" have been included at the appropriate points in the objectively 
verifiable indicators column for the outputs level, with the relevant tranche periods indicated. 

As is usual, means of verification have been proposed for each set of indicators, at each level 
of the logframe. Most of these an fairly obvious, and are easy to obtain without additional 
data gathering or expense. When additional data an likely to be needed, they will in most 
cases be provided by the results of special studies that an called for under the Support 
Component. In some cases, epecial surveys or polls will need to be carried out, as is 
discussed frather below. 

A series of critical assumptions has been delineated for each level of the logframe. These 
usumpplorw ur largely outside the manageable intmst of A.I.D. and to some extent, an also 
outs& the manageable interest of the GOP, crr at least the implementing agencies that will be 
~nvolvsd in SDP 11. As will be discussed fiurther below, these assumptions will be monitored 
through econometric modeling and other forms of observation which, together, will form the 

' 

elements of r management infanation system (MIS). 

Perfonnmce Monitoring: 

One of the key features of pr0p.m assistance based on a policy matrix sp~rsach is that it is 
based on the measurement of policy nfm performance. A.I.D. and the host government 
monitor performance, and on the basis of their joint assessment of that performance, 
additional funds an rcleased in tranches. If there is no performance, or if performance is 
deemed to have b a n  insufficient, then, the release of funds is delayed or canceled. In cash 
transfer assistana programs such as SDP II, thm is no local curnncy generation, so then 
an no local curnncies to track as an additional indicator of performance. Rather, it is the 
achievement of the a p e d  policy changes alone that constitutes the measure of performance. 















However, there rut may  things that can-or cannot-happen to influence whether or not the 
desired and planned perf-= will be achieved by the time it is scheduled in a policy 
matrix such as thu negotiated for SDP II. Among these an the events, actions or other 
phenomena included in the critical assumptions in the proposed SDP II lograme. There iuc 
still other endogenous and exogenous variables which should also be taken into consideration. 

Then me a number of muons why a mac, sen&& and exnnrive.monitoring systcm'ir 
probably xequired for SDP I1 than under previous policy refarms programs in the Philippines. 
First of all, thm are many implementation actions, indicators, and support activities. Some 
of the support activities are essential before implementation actions can begin. Examples 
include the study of the apen f m x  pit ion which has to precede open market trading, and 
the need to study savings options before a new unit t w t  ar bond scheme is launched. The 
Suppon Component, even in its mon condensed fm as of Septemkt 1991, includes 
combinations of studies, technical collaboration and training. These an &signed to be 
harmonid, or interactive, so that the maximum benefit can be achieved from each element, 
leading to enhanced instiarsional capacity on the part of concerned GOP agencies. This is in 
pan a result of the complexiry of the m f m  actions, and in part due to the fact that is clear 
that considerable institutional dtvelopment is actually required if the refonns are to be fully 
effective. 

For example, even after off-floor trading has been implemented, the &sired market- 
determined fmcign exchange rate wil l  only be achieved if the Cenaal Bank and the 
commercial banks pursue policies that will allow such a nue to prevail. Rognss with 
strategic management activities in key institutions will have to be monitored along with 
simple compliance with the a p e d  actions. And it is p d y  because the policies and even the 
missions of the institutions will have tr, change that it becomes imponant to monitor the final 
impacts of the policy mfonns. For example, as discussed Mer below, not only does off- 
floor uading have to take place, but the Central Bank has to restrain itself from trading in 
such a way that the exchange rate continues to be overvalued The monitoring system has to 
be able to pick up the impact on exponen of h e  use made of off-floor uading by the Ctn~d 
Bank and the commercial banks. 



APPENDIX J 

West Africa Enterprise Network Briefing Paper 



THE WEST AFRICAN ENTERPRISE NETWORK 
BRIEFING PAPER - SEPTEMBER 1993 

Objective: To create md support a private sector network in West Africa to enable md 
influence the formulation and implementation of policy which promotes the 
contributing role of the private sector in development. 

Vehicle: AFWON1 OYB transfer to R&D/EID Implementing Policy Change (IPC) Project 

Co-Sponsor: Club du .Sahel (AFR/SWA, Anne de Latue) 

Funding: $426.6~8 covering 31 August 1992 to 31 August 1993 
$3OO.OM) coveling 1 Sept. 1993 to 3 1 Deccm ber 1993 (CONTRACT PENDING) 

Technical Michcl Courcelle (DM) 
Assistance: Deborah Orsinj (MSI) 

Background: Concept grew out of AEWONI-sponsored 11/91 Regional Conference in Dakar 
entitled "The m v a u  Sector Operator's Perspective on an Agenda for Action" 
Original intent was to create regional network to lobby for change in four anas 
add~essed by conference. An ad-hoc Network Steering Committee was cnated. 
drawing from the Dakar confennce panicipants. 

3192: First meeting of Regional Network Steenng Comrmaa. Cotornu. Consensus to move 
forward with Regional Network Decision to draw memkrs from nauona) networks, u> 
be created locally. 

8192: Selected steering comrmttec members vlstt Wasbmgton to muaduce Network to major 
donors and US. business leaders. 

9/92: AFRfONI OYB transfer to IPC project for leshn~cal assislance to Regional and Narional 
Networks: focus on policy reform objecuves. 

11/92: Second meering of Regional Network Sleenng Committee, Lagos. Decision to organize 
followsn reglonal conference m Nov. 1993 to ex- reform achievemenu since Dakar 
and deveiop acuon plans on pnonty issues affecung the pnvate sector m West Africa. 

11R2- 
8/93: IPC Technical Assismce team cw~sts nauoml networks to: - build nauonsl networks - develop strategic plan - conduct stakeholder analysis 

- define influence strategies (advocacy) - obtarn policy-related informauon 

3/93: Tbird meeting of Regional Network Steering Committee. Abidjan. Reports on national 
network svategic plans. Consensus on 4 issues for Nov. 1993 Conference: Financial 
restructuring, enmpnneurship, improving dialogue with thc Slate. competitiveness. 

8193: Founb meeting of Regional Network Steering Committee, Acca Reports on national 
network strategic plans. Draft working papen for Nov. 1993 Regional Conference. 



Network 
Definition: Informal and locally-driven organizations serving as catalysts in the 

policy reform process. with a results-oriented strategic plan. seeking 
long-term sustainability and profiting from cross-fertilization of 

. . . .  I experiences and information on trade/investment opportunities on the 
regional level. 

Methodology: IPC process orientation , . 

Networks created through cooptation (local ownership, informal ass'n) 
Networks develop strategic plan 

(objectives. activities. responsibilities. schedule. M&E plan) 
Networks determine stakeholders and influence strategies 
Networks define priority reform iriitiative 
Sustainability emphasized from outset: networks self-fund 
National policy agendas drives regional agenda 
Networks cross-fcnilize: policy experience and cross-border 

trade and investment opportunities) 

Project 
Outputs: Creation of eight national networks 

Development of a strategic plan and implementation of one priority 
reform initiative by each network 
Organization of two regional strategic management/advocacy 
workshops 
Organization of the Accn Regional Conference to debate four 
issues 
Creation of a regional network member/business opportunity 
directory 
Publication of four bilingual newsletters 
Publication of two IPC technical notes 
Prepanion of IPC research case study on the Enterprise Network. 

Performance 
Indicators: Network strategic plans developed 

Network position papers drafted on reform issues 
Network members have access to government policy makers and donors 
Network members participate in government working groups on 

refon issues 
, Government policy, laws or regulations affecting private sector arc changed: 

negative measures are blocked. 
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lQeMMApL. MANAGING FOR REWLTS: WKZMEWWG FOLlCY CHANGE BY H m  
COUNFPY ORGANlWTIOP(S 

AGENDA FOR SEPI'EMBER 30, I993 

ACADEM+ FOR EDUCATIONAL DEVELOPMENT CONFERENCE ROOM 

M o n n d  Gathaing for Coffa 

OPENING: THESeMMAR,RmPOBeANDMETaOD 
D d r  Gillzspk, DMlRBD 

A. Abbe Fcrrardaq POLICDIE 
B. Jglr Wolgin, AFR/ARTS 
DISCUSSION 

A. m i a  of hod country poliq implanentrtion 
Mailee GnIndk, Bm), Bunnl Unirasity 

B. Tbe place of public uunagcmaat w e  in crolviq danocrrcia with market 
seowmh 
Dwight M, 11-er & & a n t  AdmMstmmr, A.I.D. 

DISCUSSION 
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S&T Cross-Cuttlng Evaluation Themes 

The Team's response to the "S&T Cross-Cutting Evaluation Themes" is addressed below. 

Is cost-sharing considered a part of the original project design? If not, should it have been? 

Response: Cost sharing was not part of the original design. It is not clear how the 
project would have b a n  enhanced by including cost sharing. 

Do project implementation instruments reflect requirements for cost-sharing? Did cost- 
sharing from the contractor, grantee or project participants have an effect, psitive or 
negative, on the project? 

Response: Not applicable 

Have outside parties provided resources for the project? Can we assess the efficacy and 
impact of this contribution, if any? 

Response: Yes, h-kind resources have been provided by host country organizations. 
The study did not permit assessing their efficacy and impact. 

Is there a buy-in component under the project? If yes, is that buy-in component described in 
the project design? Is there a process for tracking activities financed through buy-ins? Are 
there mechanisms in place to measure the substantive effects of bu'y-ins? 

Response: Buy-ins were anticipated to amount to approximately $3,5000,000 
through FY 93 and the types of buy-ins anticipated w e n  well described in the PP. A 
process is in place for tracking buy-ins and they mounted to approximately 
through FY 93. As noted under Section - in the main body of the report, the 
tracking of the substantive effects of buyins could k improved in some cases. 

Have the buy-ins made a positive contribution to the project? Have the buy-ins 
complemented the S&T-funded portion of the project and enhanced the overall effect of the 
project? 

Response: Buy-ins have been essential to both the technical assistance and research 
agendas of the project, in that most technical cooperation activities are funded by buy- 
ins and these activities provide data for the core-funded research activities. 

Has the project chuged its focus as a result of the buy-ins? Have project objectives changed 
ti, incorporate the buy-ins? Is achievement of the project'c original objectives dependent or 
independent of the buy-ins? In what way? 



Response: R&D/EID project managers have worked closely and successfully with 
buy-in offices to ensure that buy-ins have not changed @CIS focus or objective&. 
However, they have permitted flexibility to tailor detailed design of implementation to 
fit circumstances of each country. Achievement of the project's objectives are 
definitely depended on the buy-ins, in that field technical cooperation activities are 
designed to inform research and vice-versa. 

What are the attributes of buy-in experiences which have worked well, e.g., the attributes of 
success'! Similarly, what has not worked well? 

Response: Attributes of success include: Opportunities for IPC personnel (contractor 
or R&D/EID) to visit missions to explore how IPC can assist mission policy 
inititatives; active Mission management that has prepared the way for technical 
cooperation activities; adequate funding; highly interactive process with AIDIW 
managers of defining the buy-in SOW; adequate lead time for administrative 
processing of the PIOfT; and tailoring of.activities to meet the needs of specific 
country problems. 

How is sustainability addressed by our project? Is sustainability addressed directly by the 
project design? Is capacity building a part of the project? Is there verifiable progress on 
institutionalization from project efforts to date? 

Response: Sustainability is inherent in the approach to transferring stratefic 
management concepts and processes through workshops and other activities that give 
host country participants "ownership" of project interventions. Field visits and 
interviews suggest that progress on institutionalitation has been made, but several 
recommendations are discussed in the main report, under Technical Cooperation, 

Docs the project take into account the financial and institutional requirements to continue 
operation of the project activities after A.I.D. funding is terminated? 

Response: In general it has. But please refer to discussion of sustainability in the 
technical cooperation section of the main report. 

Can we as& the extent to which the project target audience is motivated to ensure long-term 
sustainability3 

Response: Yes. It is inherent in the strategic management process that the target 
audiences are actively involved in all aspects of each intervention and that 
responsibility for sustainability lies with them. 

4. Women in Development 

Were gender issues discussed in the PP? 



Response: There was no direct discussion of gender issues. 

Were gender issues taken into account during project implementation? 

Response: Not explicitly. The contractor team provided gender-balanced technical 
assistance teams in most cases. 

1 Can project impact be digaggregated by gender? Do project data reflect gender 
A consideration? 

Response: While in principle in might be possible to disaggregate implementation 
activities and policy impact by gender, the project has not collected data for this 
purpose. Mzenain IPC interventions, gender issues may have emerged during 
stakeholder analyses and have had to be addressed. 

5. Peer Review 

I f  research is a major part of the project, does it have a peer review plan? 

Response: There is no formal peer review plan. 

What is the extent of p a r  review under the project as implemented to date? Are peer review 
mechanisms documented? Has practice followed the agreed approach? Have peer review 
mechanisms met, in substance, the Bureau and Agency objective set forth in the guidance? 

Response: A number of networking activities under the project are in the nature of 
peer review. Documentation of these activities at this time is not adequate to make 
judgements about them. 

6. Information Collection and Dlssemfnation 

Are the collection and dissemination of information identifiable components of the project? 
Were these components planned in the PP? 

Response: Yes. Please see discussion of dissemination under this component of the 
main report. 

Does the project support a reference library or "database'? What are the project's 
mrc,hanisms for dissemination? Are project data being disseminated? 

Response: Yes. Again, please see the main report. , 

Has the project had an ascertained effkct attributed to dissemination? 

Response: It is too early to determine. 


